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The’Cpnter for vVocational Education has a Jhistory of providing in-
service educatjon, on a nationaﬁ basis, for those vocational "educators re-,
sponsible for coordinating dand conducting personngl development programs.

The 1975 National Vocational Education Personnel Development Sentinar was held
in Omaha, Nebraska, Qctober 28-31, 1975. This was the ninth in a series of
such seminars which have been conducted annually by The Centes " N

The 'theme for the 1975 seminar was "Industry- Eduoation Innovations in re
Persopnel Development." Six major objectives guided the development and
execution of the seminar. They were: (1) to increaee knowledge of,
personnel development models and strategies used in business and indust}y,

(2) to increase knowledge of selected. idustry-education cooperative programs
for personnél development; (3) to identify funotiqdal guidelines for the e
operation of selected industry-education®cooperative programs of personnel

° development; (ﬁ) to generate potential methods for inereasing involvement

\

-

. American Society for Training and Development -is also gratefully gcknowledged. ’

Q

ERIC

i e
’

of business and industry in preserv1ce and in-service personnel development
programs; (5) to increase knowledge of innovative strategies‘for planning /N
instruction in personnel development programs and "(6) to increase informa1
tion about available research and development produgts for use in persoanel
development programs., . . ‘3~ ..
The above objectives were realized ﬁhrough a number of relevant pres-
entations, ‘panel'discussions, special intereést grbup meetings, and exhibits.:®
All seminar activities were conducted and/or facdilitated by a cadre of
representatives from business, industry, education, an various other appro—‘
priate orqanizations and_agencies. s .

~ »

-

. A, td I3

The major seminar presentations and reports are contained within this_
publication. It is oyr hope that these documents will be of value to all
vocational educators who-are'concerned,‘eitﬁef_directly or indireCtly, with
!personnel development program N .

. ' A ' ‘ : C .

gecognition is due Daniel E. Koble, Jr., research and development sSpe-
cialist at The Center for directing the 1976 seminar./ Appreciatiom is also
extended to Center staff members Dallas Ator, Kay Adams, Pat Lewis and Mark
Newton:for their assistancé in coordinating and conducting the seminar . The
cooperation and assistance prov;ded by the program planning committee and The

. . ‘ \. . — .
. . . . s
.

hel . ’ ? '. A
- . Robert E. Tdylor T
. Director : v
* The Center for Vocational Educatien
. \ * 4 7
. wiid
-~ “,- \ ~ ) K v ~ "
N . . N ' () .o ' LT [




Wy . PROGRAM PLANNING COMMITTEE ' :
( ’ 1975 National Vocational Education Personnel '
- Development $eminar * .
\ - ’ 2 N \ v . r'l Al . ! .
. ~ . - . . . » , N /

\ . - - . ~ .
Richard L. Barker, New Hampshrre Department of ;%Lcation, Conoord, New o
. Hampshlre . ’ :

.
- , ! « . '

- Kenney E. Gray, The Center for Vocatioﬁai,Eduoation, Columbus, Ohio
. / - .

. .
. . . R - - N

Clive Jensen, Granite School District, Salt Lake City, Utah

——
e

« John L. Johnston, I}linois-State UanerSlty, Bloomlngton, Normal Illinods,

Bob Koen, Ohio Stat Depargmen; of Educatlon, Columbus, Ohxo . ' ..

Dan1el E. Koble, Jr., The Center for vVocational Educatlon, Columbus Ohlo Qi

Irv1n LathrOp, Callfornla State Unééerslty, Long Beach, Callfornla

Thomas H. Newmtt Unlverslty of Southwestern ‘Louisiana, Lafayette, Indlana T
- .
5"Daryl E. Nlchols, U.Ss. gfflce of Eﬁucatlon--Reglon v, Chlcago, Illln01s .

“ * -

. _Duane N1elsen, U.S. Office of Educatloni\?ashlngton, D.C. \ . . \ '
" [y . - h ' ’

. ¢ . . L3

.

i . - - ~ R
Charles E., Reigel, Memphis State Univergﬁty, Memphis, Tennessee ' \
Harland Samsons; University of'wisconsin,'Mqaison[ Wiscbnsgin C e .
Mary Lee Seibert, Indiana Unlver51§y School of Med1c1ne, Indlanapolls,

iana i . . e

. . -
’ - . Y -
>

Rnth'Sto all, Alabama State Department of ﬁducation, Montgomery, Aﬁabama.

- J L : , , B . 4
Michae% Sugarman, University of Akron, Akron, Ohio - .. St . /
- 7, . P e ° :
) Muriel,TapmanisU.S. Offide of Education, Washington, D.C. g
Pauline Waggendr, Murray State University, Murray, Kentucky » o -,
- ! . - “ .' : N 4 =
) . . ‘ L — S |
- .".5’7 , * ‘ B \ - °
. - # . v ix
- ' { o ‘¢
\)‘ . o 4 . . "




N

o
N
A
i -
.
»
¢
.
Y’
.
, -
.
~

-

Ny

[y . P
» . ’. " . »
T ' & : - N N . V.
e '_ : N P "_ " .
~ ‘: T .'.. T ' .o
hd i . a3 'Y ’ K 2 ¢ .
v - 7 / e ~‘ b ‘ ) ‘ '
‘ N v N e ¢
[ ‘. ’ ’ N - ‘, ‘. 0‘ - : . '
o : . ' . b
N . i ‘ ~ &g . * ’ ~ ]
=~ ’ . * - ’ C‘ "‘f' ’ £ v M
* . * ’ - ' - T 9.-
. . . . N, J
’ -" . - v =3 -
- —_ ~ Lt - ’
. ‘- ° . ‘ —~ » - M ’ -
. - N et - " . e o R .
e o . section one: .
4 T ) | 4 | ' :
" s . . “ .' d.‘ R ._' +
, ndustry-Education -
. ~ - . . 'and Personnel . .
~r » 3 :
. . - - N ¢ ’ '
. .Development: The Context g
. :’ ' ‘. ~/' T »_’\ , .
[} N - R ¢
. | bt | 3 : i .. N ’ "y
3 . —‘ . \' R - —_
- . . / T
. . by ' ‘-‘ ’ ’
» - ) ’ t. v ) "
k . - ._ ‘ ’ . " )
- - - - >
. A _ . h Y L] o M
’_ - ~ Ll
4. B s -l * ” ] -~ - . .‘
Y ’ . 3 B . . * )
)
. . .
v Lt N . '
‘p “ . ; N / - .
. ~ . . . Y . . ! 3 * ae
R o 7. o0
a - Q’ - ’ ’ ’
.r' ° . - . . . M . »
1 3 - " ) d . \ *
. 5 v ®




' ‘ “U/' A i . '7 ‘ ) . ' -\\ " - - L
~ . . \,J . R . K o :5.
. . il - - (\1
T , : . . . .
o , TN : . . - 2 3. ' . )
. . . . R .
. - IR ] .. o - / " - ' - *
g - . . . P ° 3 R .
' . - L, - ." ) - ( . ‘
.t - ) R
® . v - .
S lndustry and Educatlon S{‘and Together E :
et - ST . ‘Q .
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. It is g real pleasure belng here th1s mornlng tq\keynote this 1mportant A
a\nd timely seminar. ®As you all now know,-I have a double barreled 1ntF‘est . P
o4 : in thé nece551ty of 1ndustry and educatlon working together | to solve problems .
which face all of us dur1ng ‘the last quarter of this century. S an . dustrial
relatlons exécutive and also as the chairman- of the Natioral~ A&%gsory ouncil
{ on Vocatlonal Education, I see the urgent and pressing need’ for industry and
edutation to stand together to successfully meet the;e challenges. . - o
. & .
- Our -country is fac1ng a perlod of limited wesources. The recent aware-
"~ “ness on the part of the general populatlon fhat we are facing an energy
crisis, that we have to generate new solrces of venergy, and that new technology s
B is pelng, and will continue to be, develdped has prgsented new con51derat10ns :
and ‘concerns for all of us., We are only beginning *to consider national
{icies. in fields of nucle&r, solar, geothermal,and other altgernative energy ®
source fields, mass transportation, and new energy-saving technigues in aptos
..and construction, *. There is no question the impact of the energy situation will
Jhave a great influence on the-.e¢onomy which in ‘turn will affect @ every person
in thlS room--your job, your income, in fact, the entire future for you and

i

your faqlly. \ , ' .

. . »
- . a

-This is a threatenlng, yet exc1t1ng, new "front1er." If we Yon't meet.
these challenges of the future, the results w1ll be gconomic and social, less

o

?

technical develogment and higher unemplo ment, lower income and lower standard

of living, 'lower funding for education ahd’ other social programs.

a¥l have to readapt to a lower and very different level of 11v1ng.

We have to learn to make the best possible use of natural resources, . .
to-learn to make the best possible use of humarf resources

o train people to become as productive as possibl
nts so they can enter and remd#in in the economic main-

" and I think we have
as'well.
.to utilize their ta

> ‘'stream to their ful

We've got’

est potential.

.

4

&:s‘

&

We would )
L

. -

and - = O

The educationy of America's adult.populatlon ig oné of the major challenges
‘to our éducationa system_today. 1In its broadest sense, adult education -
encompasses many; target groups, including, those enrolled in basic adult-- .

or remedlal--eduéatlon, arts and crafts, and other leisure- or1ented courses,
\

,

,

l/’

’

~

i

.

*John W. Thiele is D1rector of Industrigl and Community Relatlons,
Whlrlpool Corperation, Fort Smith, Arkansas. He is also Chairman of The

- Nat;onal Adv1sory Council on Vocatlonal Educatlon. - ., .
T . 3 |

b
“
i
)
E

ERI

AX
Aruitoxt provided by Eic: . R




N

R life as well ‘as thedquallty of ou

7 .and .responsibilities of vocatienal .educatbrs-will vastly expand.

. o " ) ‘ ‘l‘.- '10 | ’ B B . / . N
E lC . R‘A.,"' - , . . . i N

'Y s, A - e - ~ .

as well;as vocational, and manpower training'programs. For the most\part/ -
however, adult education is related to job trainingrand cayeer advancement.
A large group includes those én the job who are enrolled in tralnmng or, g
. '+  management development programs.* . ‘

. o ¢ N 2

. Dr. ThUrman J. White, a leading adult educator predlcted that "By.k980,' .
20 percent of "the adult” population will be commltted to at least one program -
of part~time study. Adult education will emerge as a major concern of social ,
‘ dcientists, and 'easier, learn1ng ip less time' Wlll be made p0551ble by edu-’

=4

cational technology " ‘ . . -
e . - .
As we enter our nation's b1centenn1al the primary focus of our.educa- -
< "\ tional’ policy may well be the education, the reeducatlon, and the continuing
- educatidn oft America's adult population. At one tlme,-many looked upén adult’ e

educatlon as a temporary program, necessary to make * up for failures in other

oA areas, and resefved prétty much for the poor and the 1qnorant This was rever

wholly true and is less \and lesg valid ‘as a descrlptlon of adult education. .
Adult education will také a leading role' in modern educational systems. The '
Memphasis will"not be on-‘remedial education, bdt on-continuing and developmental

education. Such tra1n1ng can have significant effect upon the quality of .
f/érodﬁctive processes. ‘

, , N a \'-\ AN N,

" e must coqrdinate our education programs at all levels, ﬁrthat they

,work in tandem, rathér than at random. We must also coord1nate edu¢ation
‘policy at both the federal and state level w1th oyr manpower, economic, and LT

social policies. . R v
N } v \ » o B

Our natlon s eqgonomy is undergcoing sévere change@“ from which we will

probably never recover, in the tradrtlgnal_and accepted sense of the term »

. "economic recovery." These changes will have. fdr=reaching effects on all
aspects of our national life. As the, concept of- laissez~faire was long ago T
ruled invalid in economlc’affarrs, SO must‘we now abandon laissez-faire in

1 ‘educatlon and other related aspects of our soc1ety, and adopt a comprehengive

) pOlle which rec0gn12es the complex interrelation between eéducation, the .
' . world of work the economy, and social problems C* . i £oo-
- . , ., A -
If we, as a natlon, develop such a loglcal and coordinated pollcy, which
would 1nclude the full reallzatfon of the career education concept ®and a ' ) }
- contlnually 1ncrea51ng empha51s on adult education, then.the opportunities .

! . , . e .

ﬂ " In January, the National Advisory:Council~issued'a paper on “"The -Challengé
to Vocational Education in the Economic :Crisis," whih most of you have seen%

I think that several of the recommegdatlons the_gounc1l made then apply .
directly to this meetlng, to the, need for cooperation that we are addressjing.
.« - ’ , - / K»— .

- In a time of severe econoamic ¢risis, which wp are now experlentlng, we d
cannot contlnue business as usual. The disruptions experLencedtby 1ndustry,,
' labor, andkgovernment are not temporary phenomena which will be corrected




»,

wheh thernext quarterly economic forecast is issued. Many workers who are

now laid offi will never return to their former occupations. Conditions

will not ¥normalize" in the sense of a return to the formey status,quo. We
must recognife -¢hat the present economic upheaval will setlously affect work °
patterns and basic industries.

< . ¢ “ ~ A

~ ot
Already the effects of these chaﬁges are beginning to pe.felt in every
household in the country, and in our'garlous institutions. Future shock is
,here. Frofm now on it will not be uncommon for workers to change job skills
several times in: a working lifetime. Our educatlonal system bears a special
'respon51b111ty to help us absorb sqme of the lmpact. <. ..

(%
o

We allwpeed to beéome seriously involved in determlnlng exactly what
skills are needed in the rapldly changing job market--both now, ‘and in the
future-;ggjﬁhat we can prov1de accelefated training or mini- courses that
will result in employment. . ! x

Me need to open the olassrooms, tg‘utlllze_/ndustry on-the-job tra1n1ng
resources and allow students to lgarn through an industry-education coopera-
tive arrangement, so they are prepared for new and e rging occupations as
technology advances. X T - /

-

-
¢

We need to work together in order, to coordinate prpgrams w1th other
agenc1es, such as CETA, Department of Gomnlerce, etc., to prevent dupllcation
and waste, wherever possible. | . ; iy

Y

-— We need to phase out obsolete programs whlch are not relevant to current

labor market demands. e

S
* -

And finally, we need to utlllze our avallable and limited f1nanc;al
. resources for the best p0551ble end--the utilization of our human resources.

.
N . .
-

. The -United States has long been proud of its resouxces, and partlcularly
the~skills and productivity of its people, but today we have the h1ghest

_rate of unemployment experienced since the Depression, apd several other
countrles, including Sweden, Germany, and Japan, have pasggd, us in productivity
gains. T__ .- - , ‘ ro- . s,
. The largest-proportlon Qf our populatlon is locamed in the smallest
proportion of spacg, the urban centers. -The National Advisory Council has

been very concerned with the problems ‘'of urban vdtational educatipn. We
‘publisheéd a report last year on’the flndlngs from our hearings in major

Cities, and some of the concerns.we QXpressed are’ similar to the generai
statements I have mede--the d1f£erence for urban areas is that the problems

are “particularly concentrated. - Fox example,,we know that ¥n our cities$

we are.not reachlng those who need vaatlonal education the most, because
facilities are often antiquated, programs -outmoded, and teachers' skills need
.to_be updated To add to this complex ‘maze of problems ’is the growing loss |, -
of ]ob opportunltles in the cities dye to outmlgratlon of jobs. . .
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i business, industry, and labor people in these urban centers, . '
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> ® .For thesg reasons, we especgially need the real 1nvolvemEnt of, edhcators, |
1

Rural areas have s many problems, and ue cannot overlook the concerns
of these people, who often attend isolated schools with a minimum of vocational
course offerings. Communication and transportation are barriers for many -

o’ rural people who need and want vocatlonal éducation and job tra1n1ng so that
they can enter the labor market. ‘Business and industry often depend upon the
rural pools of manpower, so they have much at stake in assuring that adequate

,vocathnal‘education is provided in rural areas, aswell as in our cities. . '
. - ~ l4

~ ' . ~—
Vocational educatior has expanded considerably since the enactment of | e |
the "63 Act and the '68 Amendments. The range of course offerings has - . ,
broadened to meef labor market demands, and the Comprehensive Empleyment and .:
) Tralnlng Act -(CETA) has filled many of the gap¥ in social demands. -Now there . .
is consideration of further legislation for the concept of career education 7
. as an "umbrigla"oterm, wh1ch includes both academic preparatlon and vocational
——  education. ut this concept, the emphasis on 1ncreas1ng career .awareness
and awareness of occupatlonakéopportun1t1es, provides further challenge to ~.—
vocational education. It i good stprt toward assisting 1nd1v1duafs to
) make choices that will be more satisfying. Now vocatlonal education must 4
Provide training to match those expecations., Students--adults as well as
young people-~are coming to vecationpal educdtion as an entry point, to
.enter the world of work. While vocational education is concerned with educatlng
the student as .an individual, ultlmately we are expected to provlde trainimg

for jobs. _ o . )

.

s

] I've glvén you my v1ews on the problems we face, and on the’ challenges
0 before us. Now I'd like to focﬁs on some possible solutions:

4
-

Those of Us in business and industry have.been saying Eor yedrs--"Give
us the trained people we need, and we'll hire them because we have jobs."
. Vocatlonal education has been saying--"We can prov1de the training.' But ‘ ‘ ¢
if vocational educators and businessmen only state their expectations, if
Y they don't communicate, if they don't coordinate, we'll all be doing &
disservice to each’other and the students, missing the opportunity to contg}b—
ute a great deal of talent toward solving the country's problems of Ilimite

. .

resources. * ‘ . . 4 ‘e

v o . b v N -
One’ of the most important ways.in whlgh concerned 1nd1v1duals in busi-
ness and industry may assist the educational communlty is throughsadvisory
committees--particularly the local crafts or trades advisory committees' ¢ |
We can provide input to lccal schools to develop and-implement programs that
are based upon current technology, to design pre- and in-service teacher

' . training programs# and: very often supply equipment to 1mplem3&t our, advice.. N

Industry can Pring teachers*into shops and plants in erder t help them to
become ‘updated in their skills. Angd.industry-education, through cooperative
education programs, can provide the opportunity for students to ‘gain valuable?

.

. on- the -job experiénce that cannot be obtalned in the classroom. . .
v ‘. T g by . . ~ «
« ‘ - . ‘ »
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However, business and industry can' t successfully complete this job alone.

¢« We need the active Lnterest, part1c1patlon and support of organized labor.
. . . . A v
A ; " I would suggest to you that thlsrmutual area of 1nterest ln educatlon and
' ¥ the dewelopment of our national human rgsources is an excellent opportunlty
' .for ﬁndustry and labor to 'work togefher. It represents.a plateau of commpn .
interest work where we can work together to 1mprove our edbcatuonal dellvgfy
system. , ] - . v' \‘ . 4{
' ! '

: "‘ - ; ~
[ . . . . , .
There is a side benefit to i lving business and labor ih theraeVelop-
ment of educatlonal programs;-edu tion gets‘the oppor tunity to give us the
n can produce. I'm talklng about‘more‘

hagce to see flrsthand what edu
more than sharing concerns. I'm talking -

ro _than meetings, more than advice,
" about becomlng .actively involvedlin solutions, in programs, in workipg to-
gether to .share our knowledge and sk!lls . e \ T s

/s 1‘

N

is a need Tor us’ all to become 1nvolved at all levels, because we

Ther
As we approach the bicentennial--

Kave so much at stake,and so much to gain.
200 years, as a nation, our country’ faces serious problems and ghallenges.

We have.limited financial and natural resources. We have wasted human re-
spurces. , The energy crisis, the economic reallty of massive unemployment,
N social demands, ant “1d8& than-effective political solutions all repre-
sent problemsfand 1ower/sffhdards of living-2and. aill present challenges to
«, ‘each of us. So I offer you--all of the: participants in this conference, - -
those from 1ndustry and labor, as well as those from education--a challenge
} that. is very specific. The challenge I offer is fhat we B@ald upon our
b4 strengths, and our successes and thote Jinkages that already exist be ween
Let us fully utilize the opportunity we ‘have at this conference t

us.
. ~listen tq each other, as well aéﬂt;atalk. Be well aware that each has much
: " to offer the other, and that, ultiMately, we are A concerned w1th.deve oping
. ‘sound’ vocatidhal education programs for the benefit of individual students
and .with more effectlvely utilizing atl  the fesources of our great nation,
! )q . i ° . - N . ’
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. . by Charlee.C. Drawbaugh* S o

|
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|
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" This a551ggment was conceived to provide vocational educators with an
overview of the.clrrent.status of personnel development in business "and

¢« industry acyoss the United States. *The definition of the word "overview"
would‘proﬂ%{ one to make a few generalizations about the topic as an approach
to satisfying the requirements of the agsignment. However, the scope of
personnel development in business and 1naustry is that enormous and- the.

, . structure so varied that one cannot readily grasp an overyview of it. 1It,

| : therefore,- becomes a formidable task not only for omne to present thgrover—

“view but also’ for you 'to comprehend it. »

. Ah obv1ous beglnnlng, now that the challenge has been acc ted, is tbo
declare .the perspective from which the paper took shape and to specify limits
and establish pardmeters which make the task somewhat more manageable. The

’

<

perspective, or v1ewp01nt is, of course, that of a vocational educator with .

experlence in public school education rather than in business and industry . .

training. Public educatlon and industrial tra1n1ng are similar in manhy ways; s
T¢a major difference is ‘in instructional settings., The vocational education

perspective) with its set of pedagogical biases, 1s‘counterbalanced in this-

paper, with conclfisions, issues, Jrends, and projections about corporate

training discovered in the sear for 1nformatlon. ”

-

Information and materials were gather®d primarily through an intensive
review of the-current literature, a number of interviews .with industrial
traihers, and fimited visits to corporate training sites and learning labora-
tories. A concerted effort was made to favor the use of printeM materials -
generated in_the late I960*s and darly 1970's; howevex,. those produced earlier
. were not disregarded if, for.example,~they represented‘iandmark research or

EQ&led an information gap. . . ] -

- . -~ -

-
~

'- The outline, developed'for the paper establlshes parameters.W1th1n whlch
the réportwas researched and written. A historical sketch of the tra1n1ng
movement from.apprentrceehlps to human resource,development reveals the

. IR

< 13 . e “-
| ' *Charles C. Drawbaugh is Professor of Educatlon, Department of Vocational-

- Technical Education, Rutgers University, New Brunswick, New Jersey.
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.apprenticeships which were the commoxn method of training. in Medieval -Europe.

. ship was the method of learriing before aspects or subject matter to be >

et < . ~ .S
emergence of a vast and 1mportant part of the-corporate structuré. .The body -
of thé cutline fpcuses orf tra1nees, ti&lnlng, and trainers in the language

of busifiess and industry or on students, instruction and teachers in the

jargon of public education. More spec1f1cally, the broadened headlngs of

Humar Resource Pool, ‘Human Resource’ Development and-Organization ‘and Manage-
ment of Tra1n1ng prov1de the overview oﬁ’the state of the art 6f personnel
development in business ‘and 1ndustry Summary statements will be made which
are assessed to have an impact on the future direction of human resource p
development in both business and industry and in public vocational education.

Included will be those predictions on the topic ventured by futurists.

s . . .
v -
- -

Historical Sketch .

v -

~

Tra1n1ng for work in early America was accomplished primarily throqgh’

The apprentice was. 1ndentured to a master craftsman for a period of time to
learn a trade or professf'h and become a journeyman or professional practi-
tioner such as a doctor or lawyer "Indeed;" wrote Patten (1971), "apprentice-

learned, were. identified, 1sélated' -and packaged as related 1nstruct1on R

to be taught in group situatlons in a classroomn . ‘ i S .
It ‘follows natu&ally\that art1sans and craftsmen would form guilds for:

the purpose of exchanglng ideas and controlling common interests for theirx

own mutual benefit. Guilds, according to Steinmetz (1967), !created private

franchise. and ‘at the same time established quality ‘standards of products ’ Y

through quality standards of workmanship. These yeomanry\guilés became the

forefunfier of the modern-day labor union."

.Factory”schools came into being just prior ¥ the turn of-the century.
The rapid growth ih business and industry demanded mdr master craftsmen
than coudld be produced through the individualized apprentlceshlp progcess.
The texrm “factory schoql" cennoteﬁygroup 1nstruct10n and uSe of thé printed
subject matter and course content to supplement on~the-job train . "Such’ \ .
companies as Westérn Electr1c, Ford, and Natiorfai Cash Reglster‘zere in .thé . -
forefront of this educational activity." (Steinmetz, 1967} ’

.

#
[} /

The early 1900's were marked by federal legislation for 5ocational
educatlon, the beg1nn1ng of 1ndustr1al training assoe@atlons‘ nd & period
of m job training by bu51ness and industry until spurréd to do more .
as & result of the World war I crisis. Correspondence schools emerged during
the era and were supported as an additional means for training employees.

. Agaln durlng the Great Depres51Qn,years tra;nlng was neglected-by . - -
buslness and 1ndustry 'since the supply of trained manpower exceeded the needs.

Governmental concern_relative to these conditions of the .times was reflected ’

" in the establishment of the Civilian Conservation Corps and the National r -

Youth Administration which offered mean1ngful work and job tra1n1ng for young
workers and students. * .
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~‘£wthorne Studies of 30 years earller weré reé

>
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LT The‘!hergency created by WOrld War IT stimulated a flurry of training
act1v1ty in-the factory and shipyard. Thé mid-1940's wergg®haracterized by
the "J" programs. The Job Instrlctor Training (JIT) program was developed
to"train.line supervisors how to train workers. The three-day course was
glven to almost 2 million line superv1sors who, in turn, tr@ined some 10 s
million workers. Other tra1n1ng programs in the "J" series wgre Job Relations
Training (JRT), Job Methods Tralnlng (JMTV and Job Safety Training (JST)
Program Development Training (PDT) was deslgned for executives who were .
unfamiliar with training techniques. It was during this concentrated effort
on tra;nlng that the position of "training dlrector“*was to becaqpe & common .
pQSlthn in" the management hierarchy of thj‘cqrporatlon. ‘,4“‘?$ . -

Training and Deve Zopment Journal. Headquarte s_for ASTD is in Madison,
W1§Sonsin. : i s

.
Wt
. ) c

"The early}950's was a period of intensiy supervisory traiping. The
iscovered, and the-supervisor
was seen as.the key element in the work relatio sh1p . Although some HRD
(Human Résource Development) specialists stil Yisist on identifying neeas,
th¥ general practice was that every supervisor naeded human rélatQOns tra1n1ng
The ‘demand increased and supérvisory-training even became a popular ofierlng
in public evening school." ° (Nadlers, 1970F ‘ B

"The decade of the 1960 S was one of*rapld d\amatlc, and substantive
technologlca} social and economic change. The pe«‘td also;ﬁarked the comlng
.age of , a1n1ng and development. Because Jbusiness,{industry, Jilitary, apd ’
government organlzatlons changed rapidly, owing to &ddvancing technology and

increasing sscope and complexity Sf operatlons, all types of enterprises were .

forced to- spend money and other resources for training.” (Tracey, 1974) .

Tracey “(1974) accumulated data from several sourdes which reveal the .
scope of human resources developmeng by business and ijdustry in 1971. About
85 percent of the maJor 1ndus§£1es were involded. The total pool of potential
tra1nee§ in private, nonagricultural, nongovernment eSthblishments numbered -
57,836,000 employees. It-is not known what percentage Af these,.employees
were privileged to‘receive tra1n1ng, regardless of the type br the; amount,

and industry were making a sizeable investment 1n humar! re.ohrce de
"In that we are 4in a new era socially and economically," Catt &'(lQéB
notes that '"the time appears near when industry may be spen-rzg as much money
to educataklts employees as the country spends to educate its youth.

N

kopmént.
)

’
» -

"Hlstorlcally, in the \United_ States the, type and amount of job tra1n1ng
in 1ndustry has been dependent upon changes in polltlcal economic, and

societal forces. * (Wenig and Wolansky, 1972)‘ "In the past fifty years, the
’ M ‘)\‘ \-
. . . . "¢ . . ) 11
1o ) - '
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industrial gducataon function in Amerlca has evolved from an initial cbncen-
tration uéon the development of apprentices through the establishment of
forgman training and later Mpto executive development. " (Patten, 1971)
Training in business and indu continued to be called training down through
the years. thle still the most ular term used to explain instructional
programs, the word "training" is slo yielding to sucH terms as\“personnel‘
development“ and "human resources development” which more adequately. ‘cover
instruction in the cogn1t1ve and affective domains as well as that in the
psychomotor or manipulative- skills area. .

.
-

- , s,

- The Human ReSource Pool .,
! : v . .

. L . .

) . The pogd of potential trainees 'for business add industry takes in all
employees blit in reality not all in the pool are chosen to take advantage of: .
some kind oX training. While training is usually specified for selected_ -
employees as means«‘of fulfilling corporate goals and needs, educational
programs sp0nsored by business-aad industry are also.extended occasionally

to serve groups of people outside of the organizational stxucture such as
family of employees, handicapped and disa xantaged high school and collegé
students, and retired persons. The ranges 'in ages, abilities, attitudes, edu-

¢catignal levels, and other characterlstlcs of trainees differ from one pro-

gram to another but are much more homogeneous within a designmated training
context. The challenge to upgrade employees and to offer educationiﬁ serviges -
to others in society is ever -present and increasingly more importan

The big headache in business and industry is to determire who should be
.selected for training and by what means. Usually large numbers of employees
do not get ‘the opportunity to movge up the corpordte ladder -because they do no
qualify for management or executive development. Testing is des1gned to serv:\\q ‘
the corporatlon and then the %nd1v1dual and in that order. ,

"Tests reduce the costs of Eraining new employees through improved selec-
ti of. only those applicants whose'test scores indicate higher aptitudes for
lzgfning‘to perform the work. Tests help the personnel and training managers
to* discover unsuspected talent in employees within the organlzatlon . It s
usually economlcally desirable that such employees be given opportunities”to
advance into positions of higher rank. This demonstrates the organization's

licy of promoting from within the work force and tends to ‘raikse employee

orale.- A good testing program results in a large sav1ng of dollars due to
the rgductlon of employee turnover. {Youmans, 1967} -
il . A

. Governmental and societal\pressures are on business and_industry to
validate tests on m1nor1t1es Equal rights enfbrcement agencies are scruti-
nizing tests validated ‘on white male subjects which discrimihate against

other kinds of testees. Walidation of a test on one referenCe group is

costly; valldatldn on several reftrence groups may niot be worth the expense.

A second pressure on business and industry is to eliminate those
selection devices validated on criteria other than job requirements. 4 Selecting
trainees on criteria other than requirements to do the job is discriminatory.
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One thrust of the women's movement is to have the content of jobs redefined
prior to training people to fill them. Women are asking forcefully that jobs
which have been built around brawn previously now be redefined so that they
will be perfectly suitable for trained women.

There is a moral commitment hy business and industry to train disadvan—
!hged and handicapped for‘employment. Ginsberg and Hepburn (1972) "view the
disadvantaged as s1mply people who have not been a part of an industrial

rbanized complex." . Geographical location, educational level, and cultural
background have a decided influence on one's orientation to the industrial
. world. Indugtry is concerned and is training and employing some disadvantaged
“There exists, however, a delicate balance between appeasing society’ on one
hand and management on the other which 'insists on "pay-off" from training in
.texms of effective human resource development, greater productivity, and high -
worker morale. u . 7 . %

The skill credentials of workers available to five majo}Gindustries
(apparel, food, health, construction, and transit) in New York City, was
reflected in findings of f%search ‘done by Brecher (1972). He found that
"(1) norte of the industries had any real difﬁiculty in filling, the skilled
jobs; (2) in general, young people who pursued a’ vocational curriculum,in -
high schpol do not learn enough to have a significant edge in obtaining employ-
ment in these iandustries and surely not for preferred access to skilled
jobs; and (3) ongthe’ dther hand, those who pursued a vocational curriculum .Y
in community co leges, particularly if they acquire an A.A, degree and passed
the certification or licensing requirement, were In a preferred position -
td obtain skille§ jobs." The findings would lead,one to deduce that particular
manipulative, skills are mastered readily and, more than likely, on the. job.

The possession of technical competence, an associate degree, and a certificate
or‘licensef-a package of credentials--are in demapd in tHe work force.

‘(\ Apparently at the post-secondary level ofacompetence it is more advantageous
for business and industry to re€cruit than to train.

Employees and young adults seeking employment have a general education
wbich ranges. in level from elementary to gr@duate and is rising. General .
education, especially at the lower levels, does not accommodate to the specific
needs and beliefs’ of indystrial systeps. Industrial traininy builds upon ’
the general education base, thraqugh specialized instruction which,{for example,

- is expected ‘to improve employment skills, reinforce-industrial gogl

cultivate policy image, etc. Corporationsstrain employees for corp§fation
benefits, employees enroll in training to improve their gwn positions in life.

9 [}
g Westley and Westley (1971) note that "the rising levels of educa(/on
have produced] more people who" are potentially better able and more Willing.
to participat® in defmocratic procesSes, whether in the union, the factory,
Jor nation. Fortunately,or u“fortunately, they coriclude, this does not mean
more peaceful industrial or political relations." One answer,-or course, to
directing employees' energies, desires, and potentials in constructive pur-
suits is for industry tp meet employees continu1ng educatiOnal needs. Venn
(1964) wrote that "there is little doubt that technology has ereated a new
(K3 "

ER
| ommmem

¥




s placed squarely between man and his

. ~
-—— . .

- .

relationsﬁip between man, His educatin&/ahd his work in which education®
ork. Although this relationship

has traditiomally held for sbme men and some work, modern technology has

advanced to the point.where the relationship may now be said to exist

crfor all men ahd for all work." .

®

Manufacturing begins with uniform raw materials which ar® put through a
series of regulated processes that result in a standard product. The manu-
facturing model cannot be applied to human resource development at any level
‘since employees (raw materials) "differ; a variety of instructional methodsd
and techn1ques (processes) are used with similar results;*and the: journeymen
or executives (products) of ‘the tralnlng program are not alike. Directors of
training know that the manufacturing model cannot be applied to tra1n1ng,
industrial executlves are slowly learning this truth.

¥

-

’ ’ Human Resource Development

L]

The definition and purpose of training in business and industry_ are
closely related. Maﬁy definitions and purposes are set forth; most have ‘a -
noticeable o inferred prof1t motive written into them. Wenig and Wolansky
(lZZél‘geflned job tra;g;ng in tindustry "as those training ftechniques which

ar orker orjented, netfmanagement or supervision oriented, and done during

‘the regular working hours of ogcupatien, and fdr which a mlnlmum or beginning
‘wage is paid." Smith (1964) states that "a worker's job experiences shape

his behavior. The purpose ef training is tp guide .the shaping so that he

(the worker) becomes more 1nterested in his work, more loyal to the organlza—
tign, and more productive.” Blake (1973) writes that "training professionals
can help to create the conditions under which negative and’apathetic attitudes
tgward productivity can be converted into positive attitudes toward productlve
work." Nadler' (1970) says simply thatiﬂtralnlng has as its functlon the
improvement on the job." Patten (1971) view industrial tra1n1ng as the
"efforts that are made to faciljtate the process we call learning and which

.- results in on—thé -job pehavior requ1red of a member or members of an individual
" organization," He feels that education and training are regarded today more

: ,
P e

I

than ever as cruc1al types of investment for the exp101tat;on of modern
technology \\\ , :

How does one distinguish among such terms as tralnlng, education, per-
sonnel de\blopment human resource development, and organizational development?
From the: hlstorlcal view of the llterature it was evident that the terms
became mone encompasslng to reflect the true instruction as it became more
sopglstlcated. Orlglnally, tralnlng meant job .related learning experlence
for the skilled worker; today it is often used generlaally to refer to any
indusicial instruction, 7

.
- - -

N

”

)
The word “educat#on" was not and is not generally used in the 1ndustr1al
tralnlng literature. Education involved related learnlng experlences such

as classroom instruction, field trips, and other cognitive d1menslons Iv )
1

being used somewhat in corporate education centers and in executive train'

programs. (O , . g *«
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Personnel and human resource development seem to imply “the upgradlng of
the whole person including the affectlve domain. It is usually, resérved as
a term applied to managerial and executive upgrading.

\ .

K
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. Organizational management means different things to different people.
. ©  Tregoe. (1974) sees it as a process that (1) is deliberate and planned, (2) is (’

sustained for a long period rather than being a one-sh#t dosage of médicine, .
(3) is aimed -at improving the effect1veneSs of the total organlzatlon, and
(4) has utilized behavioral science methodology Wessman (1974) declares
.. that "organizational development is typically defined by a series of
assumptions or value statements about the usefulness of focusing on work
groups rather thdn on.the individual in order to improve the effectlveness
of the organization." . ] - . ) . .

) While training is the most popular term used in referring to instrgction
in business and industry, it does not always provide an accurate clue'to ‘the
indtructional scope. Training that means instruction should bé characterlzed <
by such descriptive phrases as on-the-job experience, for skilled workers,
over' a short duration of time, at a reasonable cost. Personnel development
and human resource development are descriptive of a more comprehensive kind
- * of instruction’than training. The feeling is that the word "education" does

not have much meaning in the dndustrial world.. .o J.' )

- v, ‘ - S

It is ventyred that human resource development in business and industry
is supported at threé rather distinct levels--worker, supervisory, and
manager/executive--with'proliferatlon by larger corporations. K Specialized
trainifg, such as for sales persons, engineers, and scientists, does not fit
. well intq the three-level classification. Small businesses are often limited

%o tra1n1ng at the worker (on- the-Job) Jdevel; larger businesses may add
supervisory training to its human resource development program; and corporate
giants ch as General Electric, Internatlonal Business Machines, and Amerlcan

3

-

‘Telephone and Telegraph offer programs at all levels and for a variety of g
technical and profe551onal needs on a regulat schedule to fill their respectlve
needs. ’ - .

’ ! -

The following is an abbreviated descr1pt10n of a Management Training
. Program offered twice yearly at the Western Electric Educat;on Center,
Princeton, New Jersey. "The Management Trainingﬂﬁ)ogram is a six-month
program of general management training for a group of twelve to fourteen
. carefully selected second-'and third-level superyvisors . . . The pur
of the ‘program is to provide, for a select group of the highest potential .
people, a solid zgge of knowledge, skill, and values on which to construct ,
a management caréer which will make a significant contribution to the busi-
ness . . . The.training methods include reading, lecture-discussions, case
discuskions, role—playlng and other- varieties of sen51t1v1ty training, 'various
forms of simulation tra1n1ng, spec1al work projects, and skiMe practice with
professional coaching . . . 1In addition to Western Electric faculty, the
program draws on a great vareity of outside talent: journalists, labor rela-
; tions arbLtrators, government officials, foundation administrators, politi-
* cians, outside busi}:ssmen, consultant and university professors of business
administratfon, ecornomics, psychology, lay and sociology. ' The full- time

O R N




program is divided irto seven subject areas to form an intégrated course ih
. management. The areas are personal development, labor relations, administra-
tive policies and practices, business and the economy, managerial controls,

>

. management science, and public affairs-community relations." (Western Electric)
3 The rigor of the program to the trainee and the cost to the corporation are
self—eVident . . . ~ '
' . 'Management/executive training is done usually through executive develop-.

ment institutes such,as those ‘established by Chrysler,-Westinqhouse, and
Genéral Electrit. 1In a suxvey of the fifty largest companies (in terms of
“ sales as Jlisted in tHe May 1971 issue of Fortune) representing all industries,

Lundberg and Associates (1973) found that "all responding firms, 93 percent, -
‘& "had management %raining prodrams." Companies without their own personn€l _

development programs meet their needs” through university programs, a rising N

number of management education courses offered by consulting organigations, °

and by attracting managers and executives from other corporations.

-

- 3

A—— ' - -

. Some prospective managers and\exeoutives purgue advanced degrées and
university programs on tffeir own o6r are supported by industry through sabbati-
cal leaves and" tuition. Most corporations prefer to do their own human resource
development especially at the mandger level in that they have the %pportunity
to i;xcu.lcate corporate &)hilosophy,,,valugg, and behaViors desired, of theix
leadership Instructiénal content -ts specific and condensed into inténsive
programs. Public education is‘less desirable since it prepares broadly;
stresses societal values; and serVes the asthefﬁc, cultural, and 1ntellectual

enjeyment of indqviduals.' v ~ oy . w
t . o -
M . i ’ . ‘ ’ ‘ .t .
It is difficult, if not impossible, to make sweeping gener%;izatiOns,

‘without some qualifiers, in the 0ad and varied fiéld of indhdsfrial personnéel

Management Planning and the Develbpment of Humdr Resources, and Trdcey's (1974)
.~ Managing Training and Development Systems, give 650, 737, and 480" pageg
réspectively to theatbpic. To be brief. and at the sape time prov1de the over-
view, reqUires that a rggi must be taken. Being aware of the conditions,
general statements will_ be'made in the areds of- facilities, metheds and’
materials, courses and programs, gosts and evaluation.
- [l
1 sonpmmny Facilities. The facilities for industgial training can be characterized
as being real and simulated laboratories. On-the-job training is dgne in a
o real shop under realazonﬁftions. Corporate education centers are designed
for functional progr s moreso than with classroom space. Learning facilities
are constructed ‘in strategic locations [near universities, company plants,
Urban centers, and research laboratories to facilitate the use Of these] ” N
‘potential community resources. Corporate education centers, more often than
not, house an extensive library and provide comfortable residential accommo-
dationsv The centers are public showplaces for the industry, and afi inspira-
. tion to the trainee. They are engineered to provide an, enViroﬁment conducive
d to 1earn1ng and change. ’ B ¢ -
. . . r *
. Methods and Materials. Industrigl trainers use the full arrdy of Mmethods
e known to the field of education allow?\g spec1fic instructjonal content and

+ v -

/

development. The ASTD Training 4nd Development Handbook (1967), Patten's (1971)-

[ ]
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conditiens to dictate the_specific method ‘Many journal articles and
large portlons of . textbooks on, training and dewvelgpment explain how to yse a
.metnod suggest‘s1tuatlons or us1ng it, and deli te strengths ang weak-
nesses of the method. Somé commonly cited methods reviewed irf the literature
are’ case method, coachlng, conference,, gamesﬂ4managerr§ﬂ buslness),
programmed instruction, role-playlng, and Sen51t1v1tymtra1n1ng The current
literature appeaxs to favor methods which are Jguore apgllcable toepersonnel

dé%elopment than to manlpulatlve skills tralnlng

The'methods support ,

cognitive and affective more than psythomotor learnlng.

They are geared ’

to tralnlng at the managerlal/executlve level moreso;than at the worker/

foreman level. /. ) :

ba

»

-
L}

s Instructional materlals are used extenslvely by 1ndustr1al trainers.

Conditions, suc
needs often require some form of 1nd1v1duallzed tralnlng

as llmlted 1nsttﬂ§tlbnal staff and a varx@ty of training

Programmed, instruc-

W

tion;. single concept films, sllde/cassette sets, ' and°correspOndence,courses
partly fill the needs! The content and aontext of the factorys office, or
shippimg room becomes instructional material when utilizeq for teaching.

The aggressive, corporation cannot use training a1dseor instructional materlals '
which are obsolete nor can it afford to invest in thge which are not tested '
for learning effectiveness. Training, dlrectors; jﬁ is hinted-at ln the ¥
literature, are often too eager to purchase 1nnov ive kinds of materials

not proven for their effectiveness. . Y -
- Rl

A ¢ L

Courses and Programs. ° A study by Schaefer and KSufman (1971) describes
the state of the art in ‘industrial training in the state of Massachusetts.
"The training programs pré&vided by 1ndustry were most heavily concentrated
at the operative and apprentlcésth level. Most operatlve txalnlng is -
quite specific and prepares the worker only for particular jobs in the indi- g
viduwal company. ‘It lacks transfer value. Apprentlceshlp training 1s, of
course, much mogre general and gives the worker a Sklll he cap\apply to a” -
variety of settings. - The large 1ndustr‘g§ showed a ‘hjigh proportlon of super—

-

visory training

ducted no tralnlng'programs

,Almost one-fourth of thg fixms stated that they,con-
" .By far the predominant setting for

industrial tra1n1ng\;s—aﬂ‘the job during wprking hours.

Large firms' dre more

‘likely. to prov1de 1n—plant and d‘t—of—plant classes, 1nsadd1tlon to on= thg-

Job training."

-

~

- N N ,

Some comprehenslveness of formal traLnlng at the suﬁeersory and pro-
fessional levels is evidenced by the Graduate Englneermng and Information
Systems Education (G.E.I.S.E.) Educational Guide {1975) published by Western
Electric at Princeton, New Jersey Thé guide resembles a college catalog,
it contains an academloophllosophy, student information, schedu&es, courses,
enrollment procedures, and information about summer and, other programs.
Courses are identified by code, ¢ourse title and, descrlptlon, courde leec—
tives written in behavioral terms, major topics to be studied, prerequ1s1tes
required to enroll -in the couése, and thé number of hours to com lete the

e

-

course. Corporate education nters offer formal programs and courses
commensurate with higher educatlon offerings. e e
* - - W - s ‘ ’ ‘.
. \\ . . ) 'ji 17
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Barton-Bobenin and Hodgetts (1975)'surveyed 822 firms-in the state of
Kansas to obtain views and phllosophy on management tralnlng progbtams offered

by consultants outside of the firms. Factors which influenced a firm's _
selection of a management training program were subject matter" followed by
"qualifications of' those sponsor1ng the program." Surprlslngly,\the factor
given lowest .importance was that of "cost of the program." .They concluded

that. " (1) firms are looking for.programs which will provide ideas an

c0ncegts that* the participants can take back.to’ the job with them and apply, A
and (2) although the number of management training programs will inerease
drast1cal y during the. next decade, so will careful scrutrnlzatlon of such.
_programs. - . oy ! . o -

, N -t

Salinger (1975) -studied disincentives to effective employee training and ’
development. Disincentives revealed by ibe study in the area of ‘courses®and
programs were that:- " (1) behavioral objectives of training are often
imprecise, (2) training programs external to the employing unit sometimes ° ~
teach*technlques and ‘methods cdhtrary to practices to the part1c1pants N
organlzatlon, and (3) timely infqrmation about programs external to ‘an organi-
zatlon.%s often dlffhcult to obtainz" . N 4 :

v a

~

Transcultural aﬁd/or qross-cultu¥al training is becoming increasingly
necessary .as’ multicorporations are transagting mord® busingss internationally -
and mobility of their executives stretches/across the woéid Aékefman (1974),
.Director ©of Transcultural Tralnlng,'Language House.of Chlcago explains .
what transcultural training tr1es to do and why. She states that "transfer .
. abroad is often as much an exerclse in diplomacy as it is a bUsines® promotlon.l
“That's why training in the culture and mores of the receiving country\;s needed
by the transferee . . . and members of the family as,well. Transcultural
training works to change baslc attitudes, téach skills, and build a pos1t1ve '
mental set toward the transfer."

# A
) Harris and Harris (1972) justify cross—cuitural traiﬁdng for employees
with tional as well as international positions. "Cross-cultural training
should increase employee effectlveness when serving outs1de one's own country
"or when working wi'thin minority groups within the Unlted States. It should
contribute toé improved customer. relatlons,'sales and géod will. Hopefully,
.1t will reduce waste; m1sunderstand1ng, and confusion in international busi-
ness negotlatlons. At least, it will help foreign business to meet foreign
competltlon w1th more sophistication. Such learning will also enable the
emploYee to understand himself and h1s organlzatlon~better It may not
‘only contribute to the process of acculturatlon abroad but reduce. the impact
of 'future shock" as the emerglnggcyberculture replaces traditional society.
and its reference~p01nts. Certainly, cross-cultural education for today's «
personnel will prepare employees more realistically for the plurallstlc
one—world ‘of tomorrow!" i ’

. . 7 e R .

Business and~Lndustry are or haye been involved in such‘non—employee
tra1n1ng as cohsumer training (franchlse and brokerage house), cooperative
education fall,levels qf secondary ami.post-secondaty students), manpdwer

pool training (m1nor1t1es), and contract tra1n1ng for the govelnment (Job

. , 23\5 " — . Co. L
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Corps and MDTA), . and publlc sch6ol systems (performance contract1ng)
spectflated that reasons for getting involved in the keveral kinds of non- s
,emp loyee* traininggrang rom a fegeling of altrulsm through the cultivation
of future potential employees, the profit motive, and experlmental test1ng
'of inpovative educatlonal coneepts.

and, in-essence, began to compete with publx\/educatlon in_the development
df human resources.. - -

. *e
. . ®

1 . N N

] hE
ooperative éducatlon has created’ a good, strOng relatlonshlp between
indu and education. "Cooperatlve educatiom is educationally sound to.
the .eXtent that when it is properly, admlnlgtered it allows the theory of the
classr m.to~be complemented by practlcal expe€rience." (Patten,, 1971)
Industxy's part of the - cooperative effort is to previde the student (co-op,’

intern, extern, etc.) with practlcal experlence -

'K r‘ . .

-

Knoﬁlgs an&»Assoclates (1972) cite two principal reasons’ bus1ness and
industry support .cooperative educgtion. "Firgt, they have jobs to’ done.
fmey find cooperatlve students able and enthus1ast1c workers and eager) to '
learn, . Second, cooperatlve gduca¥ion is and has beeﬁﬁfong recognlze by’
employers as a useful dévice for the recruitment of ypermanent person el."
Knowies pdﬁnts out that "studies af employment records consistently show
that employees who worked for an employer as c00perat1ve students typ1cally
remain longer and.are better employees tham those who had no prior connectlon
with the company. Wmth\the national spotlight now focused on off-campus ,
gexperiemce as a way toward relévance in education, the future of cooperatlve
education appears brighter -than eVer"-—barrlng a prolonged sluggish economy

- )

Costs #gﬁhe costs_of’ training and develepment are not readily ‘available
to,the publi¢ and may not really be known within the business itself. + .
Complex methods of accountlng, which vary from one business to another, may
©or may not charge tra1n1ng costs to another department, allow for trainee
expenses and wages, offset training costs w1th trainee productlon cetc.

/ .

Some broad generallzatlons have been uncovered 1n<the search for 1nforma-
tion about the costs of training. Schaefer and Kaufman (1971), found that
’"the large firms tend to spend larger amounts on training . » + About half
of the f1rms either did not wish or could not provide cost estimates." |

r~
. Brecher (1972) found in his study "that the costs of upgrading tend to
be 1gnoréd or minimized." - The most successful effort in his study - "the

upgradj%g of nurses aides to- tIcensed Pr%stlgal Nurses - 1nvolvpd an expendl_

ture in excess of $6,000.'per person." N '
- ' ‘ ’

Barton-Dobenln and Hodgetts (1975) reviewed the costs, of seminars as
upygrading devices. They report that the "Amerlcan Management Association
, grosses, wgll over $10 nulllon annually from 1ts approximately 1600 seminars. .
Major universities aCCount for another-large percentagewof the Wanagement .
tra1n1ng programs currently in existence. When_the entire pictyre is brought
_into focus, there,are approximately 18,00Q trade associations and consultants
and more than 2,000 private, and publlc educational institutions in the “United
-States conducting business seminarg. ‘ . .

. 1 R M '

- o

It is ,

) The point is that industrial tra1n1ng -
- and development- has exhibited pedagogical expertlse outsrde its own dom1c11e
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Ginsberg's foreword in thevBreechér (1972) report disclisses gosts of

training -He writes: "Trainjng carries a cost. Employers are therefore o N ’
careful to train only as many workers as they have openings. Moreover, they .
are careful to provide only enough training so that the worker can~handle h1s . ¢

"Neéw assignment effcctlbely To provldg more would increase the probablllty

“that the worker will look around for a new gobgwhlc would make use of his

‘broadened competence and would pay more. 0 ) * o

r - " . ° ~
. Boynton (1962) summari zes the economics of training in two sentepces: -
JThe emphasis placed on training costs versus results will vary conslderablyi’

. dependlng upon’management's requ1rements S$ome organizations will feel that
v the reshlts justlfy any expense; others will run their training department
with great caution.

Iz
¢

-~
.

. & . >

-

-

« —— Evalyation. Training directors are concerned abéut evaluation'‘as a -

e means of selling the training budget for the next fiscal year.: Kirkpatrick,
(1967) writes that "the objectives of most training programs can be slated ¢
in terms' of results. such as: reduced turnover; reduced costs; improved effi-
ciency; reduction in grievances; increase in quality and quantity of ‘produc-
tion; or improved morale which, 1t is hoped, Will .lead to seme of the *
previously Stated resulty. Frompan evaluation gtandpoint, it would be_ best’ _
to evaluate.trainlng programs directly in terms of results desired. There

. are, however, so many compllcatlng factors that it is extremerily d1ff1cult -
if not imposs1bIe to evaluate certain kinds oﬁ!programs in terms Of #, .
results. //éhérefore, it is recommended that\tra ning directors eValuaté in

-

terms of rgackion, learnlng, and behavior." e . . - ~y,

Y

1 ¥ \ .
McBeath (1974) writes that "training in general is difficult: to asgess ~
'stat1st1cally (above apprentice-type trajning where successxmay be quantified).
Management tra1n1ng requ1res largely subjective assessment. The effectiveness
of tralnlng 1n 1mprov1ng employee relationships generally, es'tablishing 4
egtive practlces and workable grievance procedures, tan be Tudged by the "
- requency of problemstreferred back to, department or other top managément.", ,
It would seem natural that top level managehent of profit~m$king firms
would seek an evaluation of its training based an benefit-cost analysis and .
\ . the assessment of measurable training objectives. Fauley (1975) ackndwledges , .
- “"that not all training programs lend thems®lves,to the’ clean development of v
a cost model. If the behavior change resultlng from®your training program
cannot be’ related in any way to'dollass earned, any attempt to develop~a cost
model w1ll be unsuccessful." \d L . o

»

_“Lundberg, Dunbar, and ‘Baylsss (1973), referred to earlier, revealed that
"no Tésponding companz they surveyed believed its program was ineffective,
and only two out of 23 firms were uncertain about their program effectlveness,
but many are not confident of the reliability of the measures used. while
,management training was judged to be Iargely gffective, the reasons were not .

altogether clear." -. . v <

~

. Tracey (1974) prefers the term "control" in checklng progress(toward "
) - objectives to insure that tlmeby action is taken to achleve objectives.
"Control is the means of insuring that events, 7ct1V1t1es, progress, and

* - -
\ -
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results match plans. Effective controi keeps plans wnd performance congruent.
’ ®¥adequate control 1s achliieved by establishing measurable standards, comparing
‘ performancd with the standards, identifying deviations and shortfalls, and
. applyihg corrective strategies to force performance -to conform with plans

.
. ;
e . . ,

.
. <
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' Organization and Manggement of Training . - ,

+ B et ot g LA

Not +all the f1rms in the Unlted States traln their employees. Small
firms:* qre inclined pot to traain. THose that do may adopt a formafized program
or rely on outside sources to meet thelr training needs. The large corpora-
tions are heavily committed to formalized hyﬁ%n resource development._ ?aé?ors
othér than the size of industry, listed by Reith, (1967) which 1nfluence .
organization of a training program are type of lndustry,.laWS, company objec- .

., tives and policies, nature of_the labor market, customer reguirements and

-

acceleration of technology. . _ o

7 ° - B - "
- "Organizing involves 1dent1fy1ng the functions and activities that must
be’ conductea, grouping of thﬂbe actlvitles, and assigning ‘each group to ‘a
leader’ with authority.to manage. (Tracey, 1974) A éne-man training program .
would cons1st of a. training director'with the Mpjor responsibility'gf coordi-
natling tralnlng done pn-the~job and “under contrﬁgﬁ(ﬁy*buts1de sourtes. YA «
five-man training, organization may include such ﬁanctlons as skills and techni-
cal- training, contract training,.supervisor tralnlng, and, tra1n1ng support
\ 4 4 Services. - o . . ‘& '

N . © . » ~ s -

The organizétional charts of large training programs and cdrporate
‘ “education centers reveal expansion is a result of adding more functions
) and/or eaking down traiming functions into more discrete elements. Addi—
tional ?énctlons more likelIy to be found on the organlzatlonal charts' of
large training programs include management/executlve tra1n1ng professional
and technlcal training, evaluatlon and research, non—employee tra1n1ng,
tra1nee service, etc. The function of training and development in a large ’
tralnlng organlzatlon,*for example, can be sub-divided into such discrete . o
. JAreas.as skllls Efalnlng, supervisory tra1n1ng‘ management training,®
‘echnlcal and professional training, sales and dealer tralnlng, safety train-,
> ing, contract training, and orientation tra1n1ng with a person.or team of '
persons responsible for each area. Suppocrt services of a large tralnlng
'organlzatlon could be sub-divided into(such areas as’instructor training,
training aids and media, educatignal reimbursement, schedullng, training
publlcatlons, budgets and records, residential services, “etc. Largé training
organlzatlons and corporate edﬁcatlon centersy are nearly or totally indepertdent
with a hundred or more profess1onal staff people who train several thousands
of employees annually. o | ‘

|
+ . - !
. - |

The staffing of formalized. tra1n1ng programs is based on L Y variable
factors.y Daly {1967) revjewus the expanse of business and industxy within
#which a training director performs "Tralnlng occurs in all types of .
industrial, bus1nes5v_a9d governmental organizations. Training ogecurs in -
big and small companies; in one location and in multi-location organizaticns. .

. ‘.‘ There are one-mapn training departments; there are training departments having

s . ’ ' . .
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50 or more profe551onal staff people. Some training staffs report lecally to -
the“line organlzatlons, whlle others report to a higher staff level. 1In
some instances, two training, ‘staffs at one location may report to dlfferent
executlves. Some training staffs act primarily as a con%ultlng or coaching
sexvice to the line organlzatlon In other organizations, the emphasis is
on highly formal classroom activities within, or even out51de, the organiza-
. tion. Training:cqntent ranges from basic company orientation all the way*
- through the equivalent of university graduate-level courses. Employees trained
ranged from unskilled laborers through top scientists and company presidents.
The nature of training is wide and inctudes apprentice training, sales train-
. . ing, cusyomer tra1n1ng, engineering education, foremen trainlng, office train-
ing, mazzgement and executive development. Personal quallflcatlons to man
thed training function vary widely ©on edu\atlon and experience. Ip some situa=
tlonS' the training staff man acts primarily as an instructox, while }n others’
he performs largely a coordinatidn or administrative functiom™s /
- . L
’ ) The administrative head of an industrial training program generally
a0 holds the title of Training Director or Manager, Personnel Development. Of
the 134 members listed in the 1975 Director of the Central Ohio Chapter of
ASTD, 56 used training and 20 used development in their respectlve titles.
Other titles of directors and trainers reflect rank or p051t10n within the
- firm training program, the kind and }evel of training being done, and past
' or preseént relationships with public education. Whitlock's (1967) studies
) . found that "60 percent of »heé college majors of training dlqggfors he sur- .
veyed %d maJors in business administration, pSychology, or education with .
T \ﬁze remgining 40 percent scattered over the college curriculums; and the
. aining directors had no formal college training for the p051t10n bur got
it the ‘hard way." .

- L
I ~

In a study of 238 ASTD members, Gossage (1968) produced a multi-statemeht
profile of the tralnlng director. Those statements of specmflc interest tq_

i educators ‘are as foellows: "(1) he has had on-the-job experlence in tra1n1ng
ﬁggﬁg and development prior to assumlng duties as a training director; (2) he was
’ employed for hlS first p051t10n on the basis of his formal education and his

preV1ous é&perlenpe 1n tra1n1ng and education; (3) he believes his teaching
experlence is "the 51ngle most valuable of all his previous work experience; .
. (4) he has a bachelor's degree with a major in business admlnlstratlon or
economics. One-third of the directors have a master's degree and it is
_probably in “education or business; and (5] the chances are two t& one  that he
v has never hegd a state-authorized education credential.” Gossage's main
conclision is thaf "industrial training directors are required to perform
edpcational dutiZs for which they have not réceimed appropriate, organized
instruction.” ) , ) S

-
L4 e . -

°

. . ' , Lo
In-service education for trainers takes many forms. "Experience has

~ shown thatr subject area specialists can be taught to teach in a relatively .
short period of tlme, ,@%;“ gt is obvious that a man with a B.A. in ‘education
cannot qu1ckly be prowidé 1th the four "to si% years of formal englneerlng

e - education whgch he will require to teach advanced ‘engineering subjects in
1ndustry Reith (1987) Approaches used are company courses, conference )
‘leadgrship, gollege courses; geminars“‘personal coaching, workshops, and :

. " professional membership in ASTD. ' . . A o O
N - . v . ¢ . .
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The profe551onal organlzatlon is stimulating cont1nu1ng educatian _and
upgrading of 1ts‘tra1ner membership. "For the £irst time, ASTD awarded 3
continuing education ‘units (CEU) to the membership who atpended theg 1975
Natlonal Confetrence. Simply stated, a CEU is a method of g1v1ng r;cdﬁnltlo
for part1c1pat10n at conferences, seminars, workshops, etc. ‘Based/on 10 hours .
of attendance for one unit, the cont1nu1ng educafion unit is a measure to

) demonstrate to an employer an 1nd1v1dual's continuing education effort at
his or her chosen profe551onu" .-
¢

Tbe Trazmng ‘and Deﬁlopmem‘} Jowrnal, published by ASTD, reflects the
state of the art in industrial® training. TIt-is an important resource for
the in-service trainer of employees. A superficial rewiew of Volume 27,

1973 revealed that articles on a wealth of topics were contributed by

authors from education, industry, the milj tary / government and consultant
agencies. Articles written by authors frgﬁ‘EQGLatlon and industry equally
dominated the Volume. Of the authors designated as educators, half were
associated with business management and administration with the remainder
representatlve of many other college: diséiplines. One article was written by
a vocational educator; about one in eight authors was a woman. The industrial
tra1n1ng system is dependent upon the educators and scientists in the celleges
and universities to delve into the unexplored and report findings to the
profession through its professional J9urnal. '
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Conclusions, Predictions, and Recommendations
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The following fifteen eonqlusiOns, with no intended value judgments, are
drawn about industrial training: ' ¢ /

[
~ -

.. Industrial training is so massive and variéd that each generalization
. made about it has its exceptions. . ‘

, . Industrial trainers Opeiate almost wholly in a world separate from -
. . that of vocational education yet both worlds are similar.
A .
. _Industrial training is a private and somewhat guardeg functien.
It is not really coord;nated, standardized, or communicated among

-

firms. — . ¢
‘ . .
' . The overall purpose of industrial training is to.serve the firm or
business by upgrading its human resources.

. Industry intentionally discriminates in the selection of trainees;
it.is careful not to overtrain them for the positions they are
being prepared to hold. '

: ' ' 14 . .
.. Industrial training is continuing education provided adult employees
! <3 with some level of general:education and an experiential base.

. Industrial training tends to be.rather concrete, relevant, and purpose-
~ ful. It is usually based on job analysis and guided by behavioral
objectives, . . - .
- 3 . .

L. Industrlal training in this century has grown from apprenticeships

8 3 to multilevel human resources development programs.r Its ifistructional
capabilities have been recognized especially in the past decade by

the federal government as” a resource for helplng train mgnorltles .

- H

v . and the unemployed. .
&

. Transcultu;al and/or cross-ctultural tr!?hlng is becomlng increasingly
necessary as multlcorporqxlons are transactlng more business inter-
M , natlonally and mob111ty of their skilled ‘workers, managers, and .
: . executives stretches across the world. *

s
e ~

., - Business’ and industry are becoming. mor&jpvolved in non- -employee
training for reasons which range{from a feeling of altruis$m through
the profit motive to educational]experimentation.

O ‘ o . . ' 7 ’ ,
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Employers of cooperative students enthusiastically endorse the
cooperative® approach ’Cooperatlve education has created a go
strong relationship between ih&ue y and publlc education.

. ~ :
Industrial training directors generally are from business magf;ement,
business administration, or psychology who have had no college
tra1n1ng for the p051t10ns they held. Trainers are often technologlg

. ,cal spec1allsts taught to teach«ln a short perlod of time. <« |
Industrial training Journals and textbooks are contributed to more
dgeav1ly by college, faculty than any other group.

. ¢ . . (

Testing and evaluation are not strong areas ‘within 1ndustrLal tra1n-
ing prqgrams Governmental and:societal pressurés ade on industrial

trai to eliminate. those selection devices vaiidated on critevria -
othe?lt%aﬁ\job requirements and to valldate its tests gn m1nor1t1es

~ Management is demanding more careful accbuntabllljy from its tra1n-

ing programs<T

‘e

It is not technology nor’ capital, Qbut rathex an adequate supply of*
competent employees that is the dec151ve factor'of production_and
marketlng in the established corporatlon This realization has
prompted busigess and industry to foster. a closer relationship
with educators and researchers in’the educational institutions.

L4
Predictififs tend to prompt one to prepare to meet the conditions and/or

circumstances forecasted It is hoped the following nine predictions serve
that purpbse. They are as follows: . v e )

-

@ = . .
"There appegrs to be no diminishment of industry's enthusiasm for
training programs. Rather;all signs indicate ,that'the future will ~
see more of them than dld the \past *  (Bat obhein and Hodgetts,
1975)

S e

. . . . *
"There will be a.need for a more geffective interface among government,

educatlon, and industry. Interchanglng personnel among these organi-
zatlonal systems will increase as problems 1ntensxfy " (Lippitt,
1975) . . . (

JoR, restructuring and worker participation in decision making will

. be used increasingly o cut down dlienation and humanize technology.
Education should be 1n the forefrqnt 1n fa0111tat1ng thls change,
(1dea from Taylor, 1974) . ! . |

"The executive shortage which ha;.been experienced around the world
will probably be with us in the next decade or more. The rise of
the in i ational business orientdtion prevalen}\among firms 1n
leadipd countries throughoutf the world indicates)that tHere will be
an 1ncreased need for .2 new type of executive development, namely,
&that of manager competent to functron in the multinational corpo
tion and organization." (Patten, 1971)
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"A great deal of discussion has taken place aboul the role of liberal

education in the development of executive talent for business. There.

is a growing movement in the direction of liberal education for
-executives.”" (Goldwin and Nelson, 1960) ™ .
’ . < . ) g
. "Finally the industrial &ystem must rely on the state for trained
and educated mampower, now the decisive factor of productlon.
(Galbraith, 1971)

"- "We can see the integration of manpower planning, trdining pro®

LI ‘grams and _opportunities for learning in industry with the evolving
‘. . and v1rtuallyeall -encompassing legislative force in Amerlcan soc1ety
aa The classroom and the factory are more than ever, 1nterconnected

and the* same is true for the office and for the professional

-

. occupations." (Patten, 1971) L .

/ ..= "Industry is likely to become more international in chargeterand
to diversify its markets. It will have to be sensitive to societal
values and assume more responspbility for 1ts employees." (Tracey,

. 1974) . s :

. "With the national spotlight now strongly focused on off -campus
experience as a way toward relevance in educgtion, the future of

. " cooperative education appears brlghter than ever." (Knowles and
As§oc1ates, W) L

. . . ”

Burt (1967) aptly wrote, "What is needed, more than ever before in the
history of vocational+education, is dynamic, constructive action to add new
dimension and scope to. its programs. It can: -achiéve this goal to the extent

it succeeds in making industrial participation, involvement, and identification

with the schools a vital part of the total occupational edﬁcatlon system of
our natlon. f J .
E ‘ < 1 * : .
: The follow1ng actlon—orlented recommehdations offer ways and means to
strengthen the business- 1ndustry -education relationship,in your state.
It'is’ recomménded, that you-- .

Survey the scale anhd scope of your adult vocational training with“
the intent of offering more breadth and depth. n some areas
there is & shortage of part-time (later afternogn,_evening, and
Saturday) training_opportunities under public spices for workers
. who seek to add to their skills.

Make known to business and industry your expertise in the /B2havioral
’ sciences and indicate your willingness to consult. Industrial

management, foy examplé, needs blueprints on how to _more democratically

- release human potentlal to achieve high production. ¢

* ' - -
. ¢

' Look outside of education, to business and industry foy direction in

improving your curriculum otherW1se obsolescence andestagnation may
. prevail. Base the curriculum on job. ana1y51s and move toward the
' use of behav1ora1'pﬁject1ves for instruction and &valuation.

[y
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Expand your cooperative education programs to include more students i

in the school and more businesses in the community. This'approach \ .
to"teaching and learning is ideal for. all parties. It must be

nurtured to its full potential. . P R

Provide your students not ondy with techno%f ical skllls but also,
and perhaps more 1mportantly, with human y Stlons skills. Industry
can overcome the technologlcal skills def?gg ncies of its employees;
mbdifying behaviors, values, and attitudes presents more dlfflculty.

C e . .
BecQme intimately familiar with human resource needs data .in your .
statﬁ (use the: employment service, contact employers, and refer
to tHe literature). Then add and xevise tra1n1ng programs to meet
projected employmgnt needs.

.
-

- 4‘f L .
Initiate an exchange program between your vocational education and
industrial training staffs. Exchange visiting interns, externs,
and trainers for’visiting industrial professors, managers, and
«

administrators. . . . . .
“« o~ . ‘3. ' . - i .
Encourage 1ndustr1al training directors in your area or state to

utilize the services of your educational institutions by haV1ng \‘
employdes enroll in, the courses which will ass;st them -in their

employment. This requires that the training director be fully

informed about appropriate courses, casts, and admissions procedures.

Hold the classes after working hours. -~ ) .- }/-‘ ‘

AsSsist your’ state and local adblsory commlttees on vocatlonal educa-

tion in terms of industrial representatlon;and effectiveness in .
rdmotlng training programs whi:ch produce. graduates who are in .

demand by business and industry. ) .
h

Recognize that~the employee-initiated, Employee-directed process of .
skill acquisition is perhaps the most important of all mobility
routes in business- and industry. Enrich your courses and meet
the needs of empioyed workers by generating a plan to recruit a
percentage of ,this potentia% into your prdgfams.

Explore funding sources outside of education for support to train the
unerjployed and minorities, and to upgrade employed workers. The i
Department of Labor, revenue sharing” agéncies, bus1ness and industry,

labor organizations, and pthers enter{é;n propos for fellowshlps,
spholarships, and costs of training prosrams. ) “

Get actively involved-with trainers and'training directors of *
business and industry, government, and the military. Give more
attention to relationships which emanate from memberships and
participation in the professional training associations and meetings

of business and industry. . Pl
.. y ) ! ’ ’
. . -7 - -
) o _ ( N »
- N . -
L1
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Human resource deveflopment is complex and it is eostly; it muqz/;;;\Be
done in an irresponsible way. By establishing formal or informal al¥jances
of business and industry, education, and goverfiment at local, state, and’
national levels, the well-being of our American society should be ehhanced
immeasurably. A carefully coordinated effoft coupled with a comprehengive
master plan will improve the.artitulation 'of training programs which can
assure with a minimum of{&uplication and waste an ample supply of well
trained workers. Hopefully, some vocational educators will -be motivated to

. initiate some of the preceding recommendations and/or this proposed plan
of action in their respective states. . .

N r
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- - Labor Looks at'Vocationai Education, -
. . . by Kenneth R. Edwards* g . .

Cuftrent opinion indicates tnat the American education system 1s failing.

. Much of tHis ®pinion is formed witnout even a negufyus pesceptlon ‘as'to what

might be the underlying cause. Even the eaucator fails to properly address " L
the situation.’ Rarely is an inquiry made -to ‘establish which educational
system has failed--that of the stiuctured classroom or.that established;
outside the classrcom? Whose educational system has fa11ed——pu$llc, pllvate,

or that which may he attriputed to the church, “qome, street, oL woxxplace’ /)\
Where has the educational system railed--in values, literacy; motivation, -
productivity, or .job placement? Under wnat conditions has the system tailed 1

and why did the system fa%l? . ) .

- N ’ ~

Rationale and Trends /

- ’ ’ .
.

‘ Comparing the two years, 1958 ana 1971, in terms of school years com-
pleted by adults, wbuld lead us to the beligt that*the school system has,
not ‘failed, but rather hassachievea some degree of success. The number of
adults with less than five years of education has dropped from 11.1% to
" 5.0% of the population while persons with four or more years of high school,
has increased from 34.3% to 56.4% of the population. Although these statistics
are 1nterest1ng, _they do no indicate the degree of proficiency or tne quality -
of education. 1Is the degree of educatlonal attainment measured only by
numbers, or may this also be correlated with the educational achievement of
the .two groups? N )
At this point one should pause and endeavor fo deflne achlevement Is q
the-ability to achieve baded on the ability to tge a test? 1Is it the . . -
ability‘to gain job placement, or. is it the ability to succeed in life? "

;

To many, achievement is marked by credentials--high school diplomas,
trade school certificates and baccalaureate and graduate degrees, which when
related to work performance, many times, fall short,.eof their expectations.
In fact, they may produce the opposite effect to tHat desired.

S . ’

. . N - - ~

. . “

*Kenneth R. Edwgids is -Directoreof Skill Improvement Training for The ) .
International Brotherhood of Electrical Workers, Washington, D.C. * .
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and utilization,
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* Studies of individyals with less formal education tend to indicgte
that they are more loyal and more productive than persens with higher formal
educational achivehents. 1 ‘Purther, recent insurance companyfresearcH
indicates that as adults, “those with less formal education are better drivers®
_as they have more awareness to what they are doing, and to external conditions.

- 3 ~ N

Analyzed data prepared by the u.s. bepartment of Labor- and .Commerce,
dealing with the growth of the Gross National Product and tke manpower needed
to produce it, indicate that the, economy itself is not changing rapidly -
enough to absorb into the’work force the increase of individuals with higher
education This is further enhanced by manpower reports suggesting that L
80 -85% of the present employment opportunities could be f£illed by persons
possessing only high school educations. However, to most corporate personnel
managers and recruiters, the importance of accumulating diplomas is greater

today than ever. before.
such a running start."”

In their words, "it tends to give to those that hdve'
Running start or not, the accumulatiorn of advanced

degrees has not only eroded many placement opportunities, but has changed
many employment conditionﬁ’ Salary ratios between senjor and beginning
employees in many industries Have fal&enf as have the starting salary -
differentials bptween adults with, college degrees and adults with only high
school diplomas. From.1969 to 1973 this differential decreased to 13%, and
it is forecasted to drop another 10% before the end of this decade.
” -

é?ianting employment on the basis of .numbers of advanced degrees during
a, time when~the economy is depressed has not only had an ddverse’effect on
;ob security and layoffs, but also reemployment Opportunities for those with

¢

—

K3

advanced degrees.

\ -

One.might d%nder
tion, ,attempt to.
education\is vocational,

?

ahswer this we must accept two assumptions:

“-

9

s LI S b

13

hat diploma grabbing has to do with vocationér eddca-.
that-,all
as it prepares a person to achiete, and that laboxs

Ais a comm

(o

-

same-path as other consumer products.

ity.

To uti\lize or-discard a certain commodity, is based on two factors:
nced and affordability. Although affordability is quite easy to visualize,
need is not \as it is based ultimately on personal judgment and status
criteria becbmes an issue. Also, like any other commodity, it follows the
When it is in short supply, we take
what we can get and often in greater quantities than we need. However,
when it is in\abundance ﬁe become very sellectiye, so selective in fact,
that we tend tp buy more® assumed quality than we need. Thus, in terms of
employment, when the selection ratio.of new applicants to job openings
becomes 1mbalanced, it triggers demands for traditional status criteria. "
Although not JustifiabJe in terms of-job performance, it tends to eliminaté
a vast number of applicants without advanced educations. v
. When status\criteria is triggered, as it is now and will be for the néxt
several years, ba ring a major war or natural catastrophy, the success of
those in vocational education dims unless ‘success is achieved in placement
ihe product is repackaged and heaviiy advertised to create ,
demand or select on based on a status criteria’is declared d1scriminatory

. ~,c— \ Sy ' . ’ '.’. . \ AR
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shertcomings and Errors , s N p
. Ip summarizing various reports, it appears that vocational education,

espeffally~dt the secondary level, has had a dismal performance level. Y
" Further, by certain evaluations, it would appear that.%#,ls a very expensive _

form of education with little reward.5 . .

. .
.
&

However, in many instances, the critics have somehow failed ‘to see the
opposite side of the coin. A certain amount of credit must be given vocational
. education for distracting students away f;zg{gértain occupations, whether -
it is intentional on the part of the.inst or imparting to the student the
i actual job ande requirements, or unintentional by the student dlscoverlng
his own limitations or satisfactions throdgh self- evaluatlon or experimenta-’
tion, makes no difference because it is an unrecorded benefit .to 1ndustry
in general. .
Fy - ..
, One of the justif&able shortcomings of the present vocationaL,educatlon
system is its own system of accoudliting. There is a dire need to establlsh
some’ form of meaningful traceability within each of its institutions which -
will not‘hﬂy'show the monetary worth; but also the’ social worth of each .
vocational education program. The accounting should also include the ’
cohtributions to the program of the student and vocational student organi-
zations. Today, many success stories of former vocational students may be
-cantributed to, the student organizations, and not the cfirriculum as one might
expect. Student organization memPership, in many instances,. serves ds a key
to‘bpening employers' doors. An excellent example is the strong t1e formed
between, General Motors Service Dealers and the Vecational Clubs of Amerlca ’
(VICA), to which automotive students belong e .

-

" Today, even w1th an unemployment rate of 8.4%, Am industry is
seeking highly paid cooperate executives, englneers, med1cal t%chn1c1ans,
precision welders, salespersons, and skilled workers. However, vocational
schools and their courses are nét designed to meet many of these demands.

. iq the case of the skilled worker, vocational education has always been
1nept. It has attempted to t¥ain ¥or a single Jbb, and not for an occupa-
tion in an industry, like the cbnstruction industry. Vocational training
at the secondary level, and some post-secondary levels, tend to focus on
certain traditional trades: carpentry, brigklaying, residentidl electricity,
etc.3 each being an elemen€/of an industry, but not tﬁe 1ndustry itself.

LIt is true that some employment opportunities may, be achieved through this

- type “of training; ‘however, in most instances the Opportunltles are of short
.range, and the student is left to join the unemployment rolls as a semi-
skilled-taborer. Vocational education would make a greater contribution

by teachlng the fundamentals of the industry: tools, materlars, print
reading, use of catalogues, and specifications., ' Two of the biggest contri-
butions that vécational edutation could make to the construction industry
would be, to equip students with a solid background- in hiueprint reading for.
all-types of construttion, and to teach enough welding so that each student
can "tacK and cut.” PO .
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The narrow outlook of vocational education‘has lead to‘other errorsr;
in: relating the needs of one or two employers ‘to thos&cof the whole
. communlty resultlng from a ladk of communication with the community, state,
reglonal and national bodies as to their concerns; attempting to fit tradL—
tional occupation skills into new occupations; directdsf§ less able and poorly
motivateg students i1nto vocational ‘education on the grdunds thét their )
educational needs cannot be met in apy .other way; allowing those in general
education to refer to vocational education as the home of the misguided _ .
student and underachiever; allowing vocational education to becqme a dumping
% ground for has-been tea"hers who lack job experienge, in the fields they ’ N
are teachlng, failing- to prov1de as much mastery over mental skills as the
student is‘capable of vau1r1ng, failing to motivate students tdward the v
—_— dlgnlty of work; failing to impart the realiip es of earning: a 11v1ng to the -
‘student; teaching occupations which have no known .market; falllng td” seek the
%= opinions and assistance of both labor and management; »failing to communicate
with or heed the oplnlons of communlty-based organlzatlons, manpower agencles, .
and local governments; failing togequlg students with entrepreneurial skills;

e

@

failing to provide,the student h meaningful knowledge as” to changing job )
‘requ1rements¢ work place requ1rements,1consumer information,' the need for ' ¥
. conservatlon, and the acquisition of self- taught skills. .3 N
. . T S
Although many personnel managers and labor,off1c1als will state that the
‘vocational education program falls short because it lacks general education
courses necessary for students tq ebtain employment 7 most will confess that -
- they are simply protecting their investment. What they need, however, are
people who have three abilities and qne desire: the ability to communicate;
the ability to reason; the ability .to work with others; and the desire to

work.

I3

2

> ! -

o

It must be noted'that manual skills are not mentloned but they play an h\\\\\)
extremely important part in the dganeral scheme’ of all e ucatlon, Every youtﬁ'
should learn to tyﬁ% as,1t is almost a general requ1reg?n¢ in today S society.
Even @Gngressmen, sel€dtting young lawyer§ to be aids, will lopk for typing
abllltres Those with the capabilities of going into the profe551onal world
should be equlpped with notehand and other forms Of shox#hand.- . >

Many skil lly found oxly %P craft and mechanical curriculums, . )
are not justiffed as the basis of employment, but xather. 3s the-basis of . ' .
suryival in llée. ‘These include: auto and home maintenance, home making,
-erd consumer education from agriculture to xradefand;industry discipline.“ .

.
~ o

) It might be 1nterest1ng to note tggt according ‘t 197 statistics, .‘-~;k\\

. almost one ﬁllllon ohlldren under 187y years of age are ng with ;helr father T
as the only parent that in one out of six households,’ - woman is the sole | '
supporter of the family, and that although, there arg five mil¥ion unskilled
jobs, a great portion of these are filled By lmported 14bor. Droﬁbuts, L (Y
general cCurriculua graduates, and those who erart college before receiving 3

a, degree,.each year total 2.5 million young people This number, combined
with the number of 1mported laborers, will completely f;ll the"hnskllled
labor market for the rest of the century , . Lo . A

v
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€hanging Life-Styles and Growth Vo

v . ~

Other life-style patterns.alsg degerve’ observatlon, espec1ally.by
those plannlng and financing vScational edhcatlon courses and curriculums.

.

-

Forty-two percent of those eligible for the work Torce are minorities.Y

Some nlust be trained for advancement so they»may improve their social and: .

economic status. Others must be brought into the work force.. There are
furfther obligations, when zhe work force'is exparided_in accordance to

* Okun's Law. However, in many vocational and educational classes, especially

&
'

Q
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those in the- higher mechanlcal and technical dlsclplines, there are no
minporities. Thus,® employers .cannot fulfill their commitments to equal’ employ-
ment, In fact, if vocational educatlon would commit itself to train-minori-
ties and females according to the ratio publlshed forxstandard metropolitan ]
areas, a vast number of doors would _be open to graduateg, especially at the
segondary level. o ‘ ‘

[N ' ‘ . ‘ d

It is not dlfflcult to .understand that shortages of energy, natural
resources, and tapital w1ll not only produce dragtic changes 1n”pﬁr life-
style, but also in oukt. technology * Each of these changes will necessitate
almost overnight changes in vocational and technical education since our
lifé-style is closely int&grated w}th the affluent use of these three items.

o ] . ¥ .

We are using energy at a dramatically increasing rate. In the past 50
years, the amourrt of coal used.is equal to the total amoun; used preV1ously.
In the last 20 yegggf’ﬁe have used as much gas as was used prev1ously
In the last' ‘decade, we have used as much electr1c1ty as was, _used since the
utlngatlow of electr1c1ty, and thé world-wide use of energy has just- beg%n.

0z

t
The same comparisons may be made’of other‘natural resources—-wood metals,

‘and’water. At the midpoint.of. this centry,’Kmerlcg oﬁtranked all other

countries in its abundance of natural resoukces owever, in léss than 25
years, many of thdse resources have been consumed. Today, in the world.

. market place, the USA may onlycbe looked to for food and coal. >

.
- 1

Capital has beén expandeo to the breaking point. A great deal oggcapltal
has been-misused and is continuing to be Nisused. By 1967, inflation had '
devalued the ddllar to such a'degree that a new base year was established.

This could happen again.

\
/

3

Odr present Society is based in many needs--the availability of jobs,
nergy, resources, and capital. Much of our present day vocatlona% education
Y‘ased on thée same requlrements

Fiture use of energy, resources, and capital will necessitate the -
developmént of new job skills. There is already evidence of this in several

industries. The innovations will not only create new jobs and bring a@ out

‘changes in the labor markets,éﬁut 11 also bring about changes in old jo

This will call, for th& reeducdtion of'most of our work. forge-which should
serve as a challenge to those in vocatlonal education.

*
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No accurate-predlctlons .can be.made as to the impact future changes
will havé on, vocational education. Hoqever, it does not take a crystdl ball
to visualize the impact of other items, such as: metrlc conversion, urban-
rural renewal, leisure and recreation, Eransportatlon systems, some form of
p(epald health care, and military endeavors in vocational educatlon.

9

It is quite‘interesting to note that althdugh many, _of these changes are
now undefway, voRational education has not moved to accépt this challenge.
In réferring to "The Job Ahead, Manpower Policies in the South "0 ¢ may
be noted that whlle the South has had more socioeconomic change than any other
region, it has remained profoundly poor. This fostered, in recent years, a

NN steady growth in manufacturlng, however, even with some federal ass1stance,

vocational educatlon programs have not been updated to comply with the chang-
.ing requirements of the job market, thus, causing empleyers,to import SklllS
and to seek CETA funds to update present labor force skills. It may be fur=
ther noted that even today, more vocational education students are enrolled
in censumer and homemaklng educatlon courses than in any other curriculum.

]
Another comparison can be made in the field of energy jesources which
will be found and developed in rural America. Some xural areas do bt support °
even a one-room school house. Yet, ¢these same areas will require skilled
manpower for construction, operation, and maintenance, Am excellent example
is the skilled construction work force that will be required to build a
'gasificatron plant at Mexican Hat, Utah-=-8,000 craftsmen:, ¢
Al'though there will be growth and chanées in many industries, certain
industries will be on the decline. It is quite interesting to review the
forecasts issued by the .Bureau of Labor Statistics.! Thisyshould be
.regarded as one of the mdst 1mportant tools in educational plann1ng Although
it may not forecdst the numbers as accurately as some would like, it has done
an excellent jOb of forecasting trends and aréxs~yhere labor surplus will
v _ occur.. If those that operate the factoryI%ﬁhad been using guidelines, they
would have seen, in 1963, that there would be a surplus of electronlc
engineérs and technicians in 1967-68. As early as 1968, _they w0uld “have seen
<~ , that there would be a surplus Sf teachers in the m1d-sevent1es. Their current
forecasts from now until the mid-80's, show a marked shift .toward white
collar occupations. Especially good growth, areas which are forecasted are
clerical, professional, and technical workers. The least gubwth is fqre-
casted for blue collar workers, while farm workers' negative growth pattern
will continue at an increasing rate. v e . . '
It has been apparent to the' labor movement for quite some time that
AN those making prOJectlons of job open1ngs, do not use such tools.!3 In “fact,

Al

.For example, although all forecasts 1nd1cate a decline idn agr1culture
labor, North Carolina is still’ training 3,000 students in agr1culture. The
state.of Illinois' vocational education office projected labor demands of -
approx1mately 1.4 million vocationally trained in 1973. 1In d01ng so, the
projection assumed that nearly one-third of the”entire Illinois York force
would need 1mmed1ate replacement when the truth of the miiier was that only
6% waserealistic. .

, - . ' 18 .
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It is true that ce{tain measures taken'by the federal and local govern-
ments will not fulfill some predigtions. However, it must be remembered that
mest of the jobs created by government are artificial and have been created
for a short period ‘of time in an attempt to create a counter-cyclical flow of
income in our economy. In short, these jobs must be regarded as an income-

maintenancé program rather than expansion in our work force.

\
[y

Over view R ; .
. T | -
Vocational education has long needed a new package. *It must address
itself to'all walks of life at all levels. It must, by some means or other,
influence students at an early age .to select courses, agd not wait until a
person is ready to leave school. Natural talent must be recognized and

- developed. '

History shows that unless funds are set aside categorically for special
groups, no emphasis is placed on' training for minorities. 1In a study by
_Wellford Wilms of the University of California, almost eight out of ten
public and preprietary school graduatés from lower level, clerical, or
service-worker programs, get jobs related to their training; however, they
'barely earn the federal minimum wage. :
. s ¢ '

Vocational ,education must also learn to address itself to the community
in which it operates.lh Téo often community leaders view vocational educa-
tion as an independent agency created to teach hobby courses to the affluent.
It must also communicate with industry, both management and labor, from the

"mom and pop store on the corner, to the largest of the multi-nationals.
At present, most of this communication is being done by the student or a
student, organization. If you expect your commodity to be consumed<;3t ust
be sold, and-presently it is not being sold, and ip many.instances, not?even
advertised.’ )

of labor, vocational education conducts most of their programs
trade unhionism was not a fact of life, which it truly is. Not

, it is also a growing fact of llfe Through its efforts, it has
ought most of the social changes that we all enjoy: free public‘education,
social S®curity, retirement reform, minimum wage, and has done more to save
the economy of the United States than any other group. On Capitol Hill and
at the White House, organized labor has been one of the closet friends that
vocational education has and.it is time that it is included in all curriculum.

F ) . : > .
Questions one might ask of.voecgtiGnal education: =

e "World of Work?"

“ ~ ’ -

1. will it supply &ignity to
2. ,Will our present teachers be capmble of teaching according to the
"' demands of the "Working World?"

q‘\/

3. How will teachers gain the actual on-the- job experience needéd to
make vocational education feasible at all grade levels and at 'whose
expense? .

.), : . : : 39
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and will they acgept the' ethics of ‘the

. v 3
L]
- .
. . -

Will employers, who now require a baccalaureate degree, lower their -

Can students be taught,
working world?

standards to accept vocatlonal educatlon students ‘fron secondary -
and post- secondary pz;pgrams‘>
x . L

v

How will pggsent programs meet the needs for early age and grade
level counseling and gu1dance° .o . .

»
v . .

Can vocational skill training survive in;a formal education environ- |
ment? s ’ w
. i » - ‘

e displaced when attempts are |
jobs to gain work experience? : |

How many Wworkers or older youths w1ll
made to place teachers and students on
Will parents accept vocational training as a replacement for the .
time-honored dream of a college edugation for their chi%dren? . .

Will the occupational community be used as a source of information,

or\will the educators assume that they know what is best?

- -~ -
Ve R . .

Can the total world of work be made meaningful to.a;l?. . .

2

.

How can the system be triggered on and off so as not to flood the
market and. yet furnish an ample supply?
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. Using Case Studies ,
as an Instructional Device 3

by James L. Donovan*

Our concern in this seminar is industry-educat;dn innovations, and, With’
that expectation, it may come as a surpriséfto see a discqesion of the case-
study method listed in the schedule. Case studies are hardly something new
under "the sun; they've been with us for a long time, They're a staple in
training in business and 1ndustry, and it's not p0551ble to get through a
graduate business school anywhere without being exposed to a large number of
case studies. . ) . ‘\

rd
o

- The fact that case studies have been around so long and yet contfhue to
endure indicates, I think, that they serve a genuine need. . . &
The case study method endures; it continues to*be used for a number of oo,
reasong. First, it satisfies an interest we all have in human beings. We
like stories, and case studies are stories. They're concrete and specific,
and that very fact gives them an interest. - .
‘

"Even more imo'rtant, case studies enable us to approximate real-life
problems. In re life, problems don't come to us neatly packaged and labeled.
Take the case of a car mechanic. People come to him sometimes with nothing”,
more than the report of a."funny noise,” and the mechanic must ask the -

" necessary .questions before he can properly diagnose the problem. A manager "

.

Q

Aruntoxt provided by Eic:

in a manufacturing plant finds that the reject rate in His department has
risen sharply He knows he has a problem, and then he must get to work to
“discover causes and cures. .One ofgthe great values of case studies is that.
they can present problems -in the sdqme way. They present us with facts--
perhaps not even all the facts--and we have to sort thém out to arrive at
causes and conclusions. . .

) ’ s
Because they are specific and concrete, case studies force us to look

at our assumptions and to specify our standards. Whether we're dealing with
case studies or real problems on the job, we always operate on certain
assumptions--assumptions about ourselves, about other people, about what makes
people tick, etc. Discussing a case study can cause us to look at the
assumptions we make -and perhaps consider their validity. In the same.way,

’ [y

.

[N
i

*James L. Donovan is Director -of Sales Training for the Bank Building
Corporation, St. Louis, Missouri. - .
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case studies can make us specify the standards we want others to meet.

- Teachers have standards of performance for their students; mandgers have
standards of performance for their subordinates. When a customer comes in
complaining about a funny noise in his car, we would hope the mechanic
hgs a standard by which he can evaluate the customer's report. The mechanic

. should know what noises . the car makes when it's running proéperly; only in
- ' that way will he be able to tell when a car-is running improperly.
. A problem isme deviation from the hormal or the desired state; we have
to know what's normal--i.e., have asstandards--in order to recognize a prob-
~\\\ lem. If we recognize a.problem in a case study, it's because something
n't meet our standérds, and this glves use an opportunlty to Compare our
perfsgmance standards with those of others. _ 7

-
® .

Case studies can also be used to teach methods of analyzing problems,
whether. these are problems with people or thlngs Ar systems. This is
baslcally why the Harvard Business School places such emphasis on the‘case-
study method

. ! ° =
’ * *

’ What makes for a good case ;tudy’ Basically, it has to be discussable.
There must be .room for more than one interpretation, at least initially, and
perhaps/ultlmately as well. It should contaln enough data so that people can
develop a position and advance an 1nterpretatlon It can be long and
detalled--lf you've seen any of Fhe case studies. from the Harvard Business

, School, you know they tend in this direction--or it can be very short, not
much more than a few sentences, but there has to Be so thing there that
engages the reader's attention. I _am attaching examples of some case
studies I have found very discussable. (I say thid at the risk of seeming
.immodest, since I wrote two of the ‘three cases, but I have never regarded .
modesty *as my long su1t )

o

*

4 Given a good case study, how Should it be used? ‘Many people object to
case studies, saying that you can't learn anything Jgfrom them. "It may be .
that¥some of these people want to avdid the work of learning; they want some-
ope to tell them what it is they ought to know. Yet I've seen case study

. . discussions carried on in a totally a1mless fashion, gbing nowhere and
concluding nothing. So it certainly is possible to use a case study .soO that *
nobody learns anything, but that's not the only way; there are alternativés.

When we use case ‘studies, we have to have objectives we're aiming at,

just as we should with any other kind of instructional device. For example,
I've used one of the attached case studles, "Alexander Selkirk," to teach .
people how to épalyze performance problems I use gbé“method spelled out
by Mager and Pipe in their book, Analyzing Performance Problems (Fearon ..
Publishers, Belmont, California, 1970). (I have discussed this in an article,
"av Approach to Case Studies,” in the March 1975 issue of the Trazngng and
Development Jourmal.) "The College Cafeteria Case" is a very good case for
discussing motivation in work groups. The very short cases ("Henry Adams,"
etc.) I've used to teach managers how to set bghavioral objectives. After
d1scuss1ng the cases, the managers are asked to set measurable objectives

‘ or goals for each of the people in the cases. .

Case studies are a flex1ble and effectlve tool for personnel development.

Pro y used, they're both enjoyable and instfuctive. How could a teacher
or trainer ask for more? . , ,
A .
’ ) o 46
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\ { Alexander Selkirk, Weave Rodh Foreman a

> . o
For two years, Alexander Selkirk hasg;;sga foreman in one of the twd ;

- weave rooms at the Minot Textile Company. o o T ‘ ,

He seems to be a person who succeeds in whatever he tries. 1In school,
‘he was in the tOp ten percent of his class, yet he worked at part-time jobs
to pay most of his school expenses and was qulte active in athletics. - In
high school and college, he was on the track team and set a record for the
880 that still stands. He also was an excellent boxer and‘was on the boxing
team all through college. After college, he went to work for a consumer-goods
manufacturer. In the three years he worked there,” he was twice named foreman -,
of the year. . ( ) .

. “ .

He came to Minot with no experience in textiles. - Some people around the’
mill were hesitant about putting a man with no textile experience in charge
of the weave room, but Selkirk has done an excellent job. He has studied hard
and in two years has learned more than ‘many men do in ten. He has a good |
technical krowledge of textiles and the weaving process. R

He has very good relations with the people on his shift; even the old
tnLers who spoke slightingly of "the kid" when he first came to work now \
like and- ﬁespect him. "He has convinced the people on his, shift that he ‘;>
, has their best 1nterests at heart and will go to bat for them. Turnover afd.
. absenteeism are lower on his shift than” on any other shift in e1ther weave

room. - .

G -
e
« *

When he came-to. the mill, he launched, on his own 1n1t1at1ve, a vigorous
cost reduction program, and his shift now preseﬁés a cost p1cture that makes -
the general manager exceedlngly happy ‘ - "

In many respects, he is one of the most outstanding young men ever to
come to work at Minot. He is a man of great talent. ',

. -

But the company pays a price for this talent. He 1s fiercely and s1ngle-'
mindedly determlned to make his sh1ft the best one in Mant Textile. He
is 1nteres¢ed only in carrying out his assignments, and he doesn't give a

*

rap for the rest, of the" organization. =~ . o - € ~
- ' N . . ¢
For example, one occasion one of his looms broke down atéa™time when

the mill was under real pressure to get productlon out. He went down to the -
other weave room and found one of the ifaintenance men working on a broken loom
down there. He ordered the man up to fix his loom. 'The man went to Selkirk's
weave xoom because, as he later claimed, Selklrk sald that. the plant engineer .
had authorlzed it. Selkirk denied that he sal%éthls, nevertheless, his loom
was fixed be€ore the other foreman S. .

. s‘<"" .
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When Selkirk needs the services of any of the staff functions——engineerihgﬂ N\
_ accountin employment--he raises such a storm that, a8 the industrial enginder
put it, /Zt s a whole lot ea51er to do what he asks and get him off your

jJpack." /

I

* ’ & Lo

The other foremen quite naturally despiée Selkirk. They feel that their ~ Aﬁa“ﬁ‘

needs are pushed aside until his are taken care of'.. They feel that he will
never cooperate with them unless he is directly ordered to, and even then will
cooperate grudgingly.
Their dislike for him is returned in kind; he feels that they loaf along W
in their jobs and that they envy him because of “his success. Or one meﬁbrable .
occasion, *he told the spinning room manager, a man who is one level h1gher in )
hzégement than Selkirk, that he was "an incomp€tent lunk who ought to be
th¥own out on the street." Later Selkirk volunteered an apology, but it aia .
little to .soothe the manager's ruffled feelings.
Jack ﬁbwland -the manager of the weave room and Selkirk's immediate
boss, has spoken to Selkirk several times about the way he acts. Selklr)@ .,
. always responds in ‘the same way: i T,
T, N ' 5 - - ' ~
"I know it gets peoble stirred up, but%you”ve got to in order to get
anything done dround” here. ‘B351des, my record $hSws it! s the right way,
doesn't it? I mfbetter than, thes?“guys in every measuzable way--in produc-
tion, costs, turnover, morale .

ﬁs@better. T : ] X

-~ -

k]

‘And it's true, he

: v a

If you were the weave rYoom manager, what would you do‘> ‘
- 0y *

. .
\ .
. - N .

T L4
This case was developed b;\\he Training Department, Johnson and Johnson,v

New Brunswick, New Jersey. Used with permission. .
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‘The College Cafeteria Case
F

) .In my senior year I earned $500 by working eight meals a week cIeaﬁing
tables and washing dishes in my college cafeteria. I have.beer asked by/':
one of the instructors in the Personnel Administration Branch to relate
this experience. .

There were two kinds of jobs you could do in the cafeteria--you céuld
work in the dining hall picking up trays and carting them into the dish room
where the dishes and trays would be washed, or you would work’ in the dish
room. The first day 'I reported for work\somebody told me to go t*ln.Ehg
dining hall and start picking up trays. Working in, the dining hall was kind
of nice--you‘didn't do very much work. All you did was pick up trays and

ck them on a cart, then run them into the dish room._.The guys in the
dish room would be going like mad and it would be about a hundred degrees
back there. They'd all be yelllng and screaming and they'd throw. food
at you. You would run ybur cart in, pick up an empty ca#t, and ‘come running
back out again. -

After a few meals in the dininglhall,‘the schedule™said I was to work
‘in the dish room, so I walked back there and asked the guys what I was
supposed to dof Somebody said, "Why don't you get on the silverware? As
it comes down the line, you just take it of £ the—trays,and dump it in the
buckets.” That was all there was to it. Once you started work;gg in the
dish oom You learned the other jobs just by watchlng what the other gyys -
were doing. . /7 . -

The dish room was set up like @ horseshoe. (Seée Exhibit 1.)}—We had 4
counter that ran alopng in front of “the dishwashing machine with a spagé of
about four feet between it and the machine; at one end there Was a Jbridge
connecting the counter to the machine. . Five-men worked—along the ottside
of .the counter: the first man would take all the papers off the’frays; the
second man would grab all the silverware and sort it; the thlrd&mah would -
take off all.the glasses and put "them in racks; the _fourth man would scrape
the garbage off the dishes and put the empty dighes on the‘counter; ‘and
the' fifth man would stack the empty trays and put the ¢offee cup$ in the
rack. One man stood in the middle between the counter and the ‘machine
stacking=all the d1shes and shov1ng whatever was on the counter across the
bridge -to the man~feed1ng the machine. One man fed the“machine .and
another removed the finished glasses, trays, and dishes at the other end
and put them on carts to be returned to the dlnlng hall.

— . : N

The events described here actually occurred. All names have been dis-
guised. This ‘case was developed by the U.S. Navy Supply Corps School;— -
Atheqs, Georgia. Reproduced by permlsslon.
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" work but we Q1dn t

Iy

-

“ 1
You migpt think that the dining hall would be the: better place to work,
but it wasn t, because/it was awful boring out there. The good thing “about
* the dish room was that you had a certain amount of work to do and then you
could relax. We would race to complete all the farts in the room and when
+we finished, we could 51t out in the dining hall drinking coffee and talking
until the qiiys in the %all had accumulated at least five carts of dirty
dishes. Another th;ng was that the guys in the dining hall had to wear
little, jackets, while khe guys in the dish room wore/%—shirts. Besides, most
of us in the dish r00m felt that we were doing the good work, the toughest’
Jjob, when we got back Fhere 2nd got our hands in the garbage.
You'd think that sraping garbage would be a rotten job, but it's not
so bad. It kind of hurts scraping that first plate, but once you get going,
you kind of take pridel in doing the rottenest job there. Of course, if I
got there first, I wo@ldn t go to the garbage job; but if I happened to get .
there last and I was on garbage, I'd say, "Oh, well, what the hell, I'm on ’
garbage tonight." f 1
. . P
Who got what posrtlon in the dish room depended upon when you got ™
there. * Sometimes we alternated jobs for variety. Some people preferred to |
pull trays, but.I found'that after a while this was more of a pain-=in-the- ‘
‘neck than anything else. Towards the end of the year I worked at the end ’
of the dishwashing machine, but for nearly a whole semester I was in there
scraping garbage. -
We were pretty proud of the job we did in there; nobody had to tell us |
when to work or how to do it. We could handle 2ll the work they could ’ .
bring us. We would sit ar‘und drinking_ our coffee and watchlng the girls,
and we would razz the guys picking up the trays that they were too slow.
When enough trays had been accumulated--we always waited‘fér at least five--
we'd all straggle back to, the dish room and get down to work. Soon‘we'd all -
be going like hell. If you had a lot of carts backed up, you could really
get in the groove, and~then yeu could go and go and go.
| .- I ‘ .
One day they said, "Wolf isn't here; Jordan get on the dish macﬁﬂﬂe.“ ‘
|

Y

I graduated from, the f1ve—man scraping detaily This wasn't a step u just
another job. I Fan 't remember who told me. .There wasn't anyone who was —_

particularly in ,charge. We did have the one guy who was nomlnally in charge, .~
|
\
|
|

Z} but I didn't even know Gho he was until after I had worked with h1m fof o

three months. He didn't g1ve orders or anything. Every once in a while he'd
say, "Why don' t we do -this?", but anybody could say that or make suggestions ‘
as to what needed doing’. .-

[
There was, a schedule posted on the wall which said who waé working which
1
|
]

. -

meal and where you worked. According to the schedule we’ were supposed to

work a week in the dish room and then a week in the dining hall. Well, it .

got so that we didn't want to work in the dining hall. We were the "pitmen."

We worked in the-“plt“—-that was the lowest expression we could think of

calling the dﬁsh ropm. We pretty much followed the schedule about when to
Gmllow where it said we were to work.

— .
. .




“thé guys in the dining hall very well. I made good friends with .the guys”

~

S

+ There seemed to be a hard core who always wanted to work in the dish

~
% a

room and wouldn't let anyone from the dining hall back there. I suppose the
guys wHo worked in the dining hall got used to it out there and didn't want
to change either. I don't really know'though because I never got to know

*
who worked in the pit. I made a lot of friends that I never would have made

otherwise--guys from other fraternities and majors, and the kind of people
I normdally would not become too friendly with.

4 2

s We in the pit felt proud that we were earning our own money and paylng
our own way through school. We were espec1ally proud that we were earning
our méney at a job that most people considered too low to do. We felt
superior to the guys who were sitting back and letting "Daddy" put them through
school, I sometimes think that we looked down at the people out there eating.
I know we -thought we had more status than the guys who collected trays in
tHe din‘ing hall.

We nafed the -guys in the other dish room. We always "knew" that they
were doing less work than we were and getting off five minutes earlier. I
think -they always felt the same waly. . i

At first our only goal was to do all the trays that piled up as quickly
as possible so that we could get-back out to the dihing hall and drink
coffée, After a whil e began timing how long it tq?k to wipe out a’ typical
load of trays; soon we were keeping track of how fast'we could do a cart or
a tray. Then the rate itself became the most important thing. Each day we
would try to better our previous "record." At one point we got so good that
we could do thirty-five trays’ in thirty-two seconds.

We'd figure out ways to do the work faster and we were against anything
that might slow us down. One time the company decided to change the system
somewhat. It seems that some local farmers . to whom the company sold the
garbage started complaining because they dldn t want the garbage ground upTy
they wanted it whole. We Had this hole, with a garbage grinder ifn it, that
we scraped the garbage into--you simply grabbed a plate in one hand and -
scraped the garbage into the-hole with your other. hand. One of the honchos
from the company. came back and sgid, "From now on you're going to put the
garbage intthese'garbalje cans." * This meant that we had to take each dish
separately, turn around, and scrape it clean into the garbage cans. We did
this for  two nights and then we told them that we were not going to do it
anymore and that they would ‘have ;o turn the garbage machine back on again.
So.they turned the machine back on.® It was just too much trouple to turn
around and scrape each dish. ,//3?

If a guy came into the dish room and didn't work, we looked down on

_him and treated him like a bum. He'd hold back the rest us~-keep us from

hitting a good rate and,.keep us ‘from our coffee break. Most people despite

. their initial disgust soon shaped up and fit into the dish room. "We had

one guy, -thoudh, who never did come around. He was the kind of guy who Just
did not care what others thought about him. ‘This guy would show up every
n1ght about twentx_gﬁnutes late and he'd slack-off the whole time he was

~s




~

him out," and we’ always got him

there. When he came late, we would "cuss
about his rate. Finally, he got fired for being late and cutting too often.

<

".Other "pitmen" would come late or cut once in a while, but as long as
you dddn't do it'habitually, we didn't care.

We would start working and just
make up for you.

Ihé'guy who was pulling the. trays would also throw the’
paper and sort yhe silver. Everybody  was late some and cut some; we'd pgﬁiﬁ

in and out for each other. If a guy had an importants date and had to ledoer -
. a little early to get showered and cleaned up, we'd punch out for him. oOr,

\ 1f I had a softball game ‘or something I'd say, "Punch me in at five o'clock,
: I won't be able to get here until about twenty-past." You wouldn't do this
~ too often--only if you had a legitimate reason.
' N — . : >
N -~ Looking back, I can't really say I liked the-job, but there were some
5, — .
things about it that made it a lot petter Mhan you would think a job of that
& ‘type could be. ] oo .
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Henty Adams

' Three months ago, you were promoted to the positidn of supervisor to
replace a man ‘who had been transferred td another locatien. '

-

. —

. ) Your chief competitor for the joB was Henry Adams., Henry i% several .
: ‘years older tharm you, and he has been with the company eight yéars longer
. than you have. . .
f ' M . -
! » . He has taken no pains to.hide his disappointment at not getting the .
~ promotion. He is surly and uncommunicative, and his work seems to have
slipped off a bit. - . - .
. o , o S . 1 =
: ’ ‘. . " ) .
. _ \ . + Roger Bacon . :
. I
- Roger’is in a staff position,'and does not supervise anyone. He is,

.all in all, a good worker, and your department is a better one for having |
him. He has a tendency to delay routine and unpleasant chores, but much of 1
. ‘his work is qu1te 1mag1nat1ve and helgs you and the department lodk good, |
® . Roger's most obvious shortcomlng.ls his tardiness. He is invariably
, late in the morning. A few times you have--in a very pleasant, almost
. joking manner suggested that he'get tg work on time. For a couple of days '
 af ter—yoT=EPOke to him, he came to work on' time; then he slipped back
into his-o0ld ways. - ‘ iy

e . A . -
L 4

Lo ‘Thomas Cranmer and George Dewey
. 3 .

.You have recently been promoted to departmenty head. 1In yodr new job,”
. . you°will have five first-line supervisors reporting to you. Two of these
superv1sors,.Thomas Cranmer and Georgé Dewey, present you with your most

sefious problem. . ° )

* - ‘ T : .
The successful, operation of your department requires a great deal of

cooperation among“all your superv1sors. But Cranmer and Dewey dislike each
.other qﬁhte'lntensely and,will not cooperate with each other. When it is
necessary for one man to communicate with the other,” the, communication is

normally carried on through the secretarxr.ﬁ

v
. -
- .

_ Neither of these, men is an outstandlng worker, but both of theﬁ perform
their: job in a satlsfactory manner. They have been with the company for
K . several years. You have discussed the problem with the former deparfment %
head, who told you‘that he spoke to the men about it severaI‘t}mes, but to fi
» - noavail. ‘

v e . - A ~ 4
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Jonathan Edwards ~ . ) .

v

) >
Jonathan Edwards is sometimes thought of as uncommunicative:but they
descyiption is, not completely accurate. - - o
- With friends, away from the job, Edwards talks readily and easily. But
at work, he seems to Be interested in playing it safe. He supervises the
work of three clerks, and, when one of them objects to a pelicy and pro-
cedure, Edwards shrugs his shoulders and says ‘that's the way. the people en
» top want it. : ‘.
I3 N . ? 0 o .
When Edwards' boss talks to him about an error made in his section,
Edwards places the blame square;z/;i? the clerk who made the error. Edwards

1gnores disagreeable situations,/and, when,one of the clerks _.complains to him
about the work load or working onditions, he answers, “Yes, ¥ know, but
’ what can-you dov“ and then turns back to his work. 4 o ’

< .
-

Quint Fabius and Charles Ghfdon .

Quint Fabius'is a young man, just out of the service and newly hired as
"a supervisor in maintenance. He has a. degree in mechanical englneerlng and
* _ was a pilot in the Air Force. He brings a good mind and a great deal of
enthusiasm to the job but little practical éxperlence in technical matters.

by
- 7 - -

Dne of the people he supervises is Charles Gordon, a master mechanic
of long service with the company. He is a highly skilled and very,cbmpegent!
‘ * craftsman, who has--quite justifiably--a great deal of pride and confidence
. in his technical\expertise. . . '

. PR ne
’
- . .

He has a great deal of contempt for the type of man, he feéls Fabius is;
’ a young boy, filled with theoretical knowledge that has no connec with

the practical realities of the maintenance department-and teta;i!ﬁgzzltted
.even to supervise apprentices, much less. master mechanics. .,

. In some ways; the sorest spot of all is Gordon's realiéetfon that »

Fabius, despite his lack of qualifications, will in a short time be .
earning more money than Gordon has ever earned. . ‘
N - A «
» ¢ Ce b » -2
- * . . .
. . N - e N
. N . Y
& N ” \
o .
— v )
N . v R

. These cases were developed by the Training Department, Johnson and
. Johnson', New Brunswick, New Jersey. Used with permission."
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' o integréting Affirmative Action - S

X

Efforts and Issues into the_.

R Personnel Development Program
' , 3 " s
by Altnea T.‘L. S}mmongidﬁ#w
. Co AFFIRMATIVE ACTION - WHAT IS IT? ]

v, .

i . 13 £ H A i R
J Affirmative action, now the favorite’"whipping boy' of legions of
employers and minority males, is a positive step toward the utilization of

human resources and should not be perceived as "one of those social programs."

The Legal Basis for Action Y

. The toncept of affirmative action is embodied in Title VII of the 1964
Civil Rights Act and court decisions have established the legality of using
goals and timetables, mathematlcal formula and preferentlal hiring. Title
VII specifically states, }n_speaklng to "relief":

s - If th:gﬁﬁﬁ?t finds that the respondent hassintentionally -

]

. ERIC

P o e

make economic opportunities available to all persons who can quality.
~ . . .

' engaged® in or is intentionally engaging in«an unlawful employ-
ment practice charged in the complaint,*the Court may enjoin, N
- the respondent froh engaglng in such unlawful employment-

whic ay,include, but is not limited to, reinstatement or
*  hiring of employees, with or w1thout back pay . . . Or any
other equitable relief as the Court deems appropriate.
. { ) SR
The U.S. District Court in upholding the Philadelphia Plan noted that
the strength of a society is determined by the ability to open doors and

-~ . *,

- » 4 0

The Court stated:

. v

The heartbeat of "affirmative action" is the'policy of developing
progfams, which shall provide in detail for specific steps to
" ! guarantee equal employment opportunitw keyed to the problems and- .
needs of members of minority groups, including when thete are
deficiencies, the development of specific goals and timetables
for the prompt adhleveﬁent of‘full and equal ‘employment

¢

opportunity . . .2 . ( g -
. t ‘ ) { v,

R
"

N P
*Althea T. L Slmmons is Natlonal Director for Educatlon Programs,

National Assoc1atlon&%or the Advancement of Colored People, New York, New
York. e ! ' . ‘2 ’
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The Court also noted that "color consciousg!ss has been deeed an appropriate
. remedial posture."

Many employees, unaware’ég\zhe laws relating to dlscrlmlnatlon and, 1n
‘ large measure, because 2;/;5% continuing acrimonious debate over "what affirma-
tive dction is," "who bewéfits," "who is adversely affected," react negatively -
when they are called upon to Iﬁplement the company's affirmative action plan.

A f1rst step in integrating affirmative issues and efforts into a
personnel development program i$ to insure, through well-designed training
sessions, that your organization's employees, at-all legvels understand the
rationale for affirmative action. This should include the ‘laws mandating
affirmative action and, the standards enunciated by the Courts.

S l
AsThe widespread caﬂﬁusion surrounding” the -issues of: -
- - *a ; - . S “‘f?m - 4 . \/
s - quotas . #; . . .
! - . . ,
) - goals, and timetables: ) . ' . g
- preferential hiring \ : ) N :
By - merit employment - N L - ’ o
- lowering of standards .
- . - . . : .
- layoffs and seniority \
must be addressed in a factual, positive way if the equal employmenf oppor-
tunity program is to be successfully implemented. -
: - o :
(‘; Y :, *The Test of Discriminatich ’, ‘
. 4 &\
The reactlon of- many employers to affirmative action is "We don' t .

discrimfinate.” Prior’ o 1965, the test of discrimination was pu pgse or
motive (ev1l intent) to suborq}nate members of a class.

b2

. EXAMPLE: “"Males-only" . L ‘
\ S . BN 4 L/
¢ +"No Irish need apply"” , .

Over the last ten years, the Courts have passed through 'several stages 1?

how discrimination works and additional standards have _been added. The .

standard ‘of unequal treatment, where .the focus.is not on the intent,. bat

‘the actions of the person accused of d1scr1m1nqt10n P
» . - . —— ) . b .

EXAMPLE: Imposition of a "wdrk experience" requirement which worked
. ) ’ against m1nor1t1es and women since they were tradltlonally
’ 'y j , .excluded from partlcular'"quallfylng job categories. ,?
§ le » 4 '
» } o ’ ' - -
: .. i i \ ’ ' :
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— The third standard developed in legal’ decisions is the unequal effect3

test which is typified in the landmark case of Griggs v. Dukg Power Co.
where the Supreme Court considered two hiring standards applied equally
and uniformly by a company, which required applicants to have a high school
diploma and pass a written test. The Court det ined there was no "evil
intent" nor "unequal treatment."  The Court coniﬁﬂded that the company's
employment pracdtices had an "unequal effect" ip that their impact was to,

exclude minority group mefmbers and was not related to job performance.
]

ISSUES
. -~ - B

One of the commonly heard statements regarding affirmative action is
that it undercuts MERIT EMPLOYMENT. Merit employment is. still the order
“of the day under Equal ‘Employment Opportunity laws. Title VII éstablished
a traditional "Merit Employment" principle of ability to perform the job
for which the applicant is being recruited, selected or promoﬁed. Extraneous
factors of race, national origin or sex must not be a factor in the employment
process or system. o

t
s

The granting of PREFERENTIAL.TREATMENT to minorities and women has

_occasioned charges of reverse discrimination never heard when Congress in

1944 pdssed the Veterans Preference Act, “stipulating that Véterans be given
special-consideration when seeking employment with the federal government.

..The igsue of/ "absolute preference" was before the Eighth Circfiit Court
of Appeals in Cartér v. Gallagher where the Court said:. ) ‘

S

» .

. . . .,We think some reasonable ratio for hiring minority persons f
who ‘can qualify under the.revised qualification standard is in

# order for a limited period of time, or until there is a fair . .
approximatioh of minority representation @onsistent with the
population mix in the area. Such a procedure does not constjtute
a "quota system" . . é)e trial court {(district court) is
possessed of the authority to ordersthe hiring of 20 qualified

constitutional rights of ‘others by granting an absolute
prgference.?

- )
“
e

Courts, under their powers of equity, may gfant~éffirmativgnrelief. Prior

to 1971, Coukt orders in employment discrimination cases, with a single
exception,'S provided affirmative relief without preferential hire. After the
Court addressed the question of "unequal effect," a number of Court orders
have called for ‘remediation in. the form of preferential hire for a stated
period of time or until a specific goal of minority participation is reached.

In Swann v. Charlotte Mecklenberg Board.of Educq¥ion,® the Supreme
Court spoke clearly and directly to the distinction between "preferential
treatment" and "remed;al treatment” which is nebgssary to eliminate discrimi- .
nation. In Swann, the Court said: '

» k ¢

64 ' v 59

mlnorltxhpersons\but thls should be done without denying the ‘\N/)



-

All things being equal, with no history of discrimination,
° it might well be desirable to assign pupils to schools nearest

their homes but all things are not equal in.a system that has
: been deliberately constructed and mfintained to enforce,racial .
segregation. The remedy for suclpfSegregation may be admini-
stratively awkward, inconveniepf, and even bizarre in e
situations and may impose burdens-on some; but all wardness *
and inconvenience cannot be avoided in the interim period when
, remedial adjustments are being made to eliminate the dual .
school system. (Emphasis added) ° i

£y

; " The opponents of affirmative action and the media have peen largely«

responsible fér the confusion which exists in the minds of many persons
. regarding the terms; 'quotas," "reverse dlscrlmlnatlon,' "remedial treatment,"
. and "goals and timetables.'" GOALS AND TIMETABLES is one of the most contro-
. versial concepts in affirmative action.with opponents of the concept
frequently using the term interchangeab with quotas. A hiring system’ which /
sets, a fixed numerical or percentage ob ct1ve‘wh§ch is not designed to g
remedy proven discriminatory practices is a QUOTA system and is illegal.7
Quotas are exclusionfary. GOALS are flexible targets for inclusion set by
the employer and- they attempt to predict what the employer's work force would
look 1like w1thout glscrlmlnatlon based on race or sex. Fallure to meet a goal-
doés not automatlcally indicate noncompllance provided that good faith® efférts
have been made-to meet the goals. . In making an _effort ’to meet the goal, , .
the contractor may not discflminate against any qualified applicant or employee
on grounds of race, color, religion, sex or natlonal origin. The Court in
Swann found that the use of .a mathematician oY racial ratio of white to
black students 'was "no more than a starting point in the process of shaping
a remedy, rather than an inflexible requirement."

»

~ The trainexr must be careful to makeJE%z distinction betweeﬂ'goals réguired
. under the Executive Orders® and Court-ordered goals. Under the Executive
Orders, the employer does his own analysis and sets reasonable goals. When
legal avenues are pursued, the federal government makes the analysis, sets
the goals and the Court may lorder the hiring of a lesser qualified person
o or give preference in hiring to persons of an "affected class," e.g72
- o women or;minoritaee, for a limited time only after a finding of discrimination.

3

.

The myth that wiaespread preference is mandated by the, law to lesser-—
qualified members of affected classes is not substantiated although isolated
instances can be cited where an employer has mlslnterpreted the guidelines
: and ascribed a preferénce to hire that was not justified by the regulations.

The Court of Appeals in NAACP v. Allen,® where ther? was a continuous
pattern and practldb of racial discimination in the hiring ‘of state troopers,
rejected contentions that affirmative action hiring required dlscrlmlnatlon
against white applicants. dnd required the appointment of less quallfled black

applicants, stating: \ “#ﬂﬂgw > R

r v, L
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Until the selection procedures used by #he defendents here have
- been properly validated, it is illogjcal to argue that quoeta

hiring produces unconst1tutlona1 "rdverse" discrimination, or a

lowering of employment standards, the appointment of less

or unqualified persons. . s

The aff1rmat1ve action controversy has béen he1ghtened by the economic
downsw1ng, since a strict adherence to the seniority system would wipe qut
newly-won aff1rmat1ve action and equal employment Opportunity gains. The ,
senioxity system in collective bargaining agreements impose residual
d1scr1m1natory effects upon women and minorities and Gthers similarly
situated, even though present laws mandating affirmative action are Supposed
to eliminate discrimination. ) e .

o
’

The recession has forced employers into a Hopson'!s Choicé where they are
beset on the one hand with possible liability under Equal Employment
Opportunity laws mandating affirmative action and, on the other hand, lidbility
under collective bargaining agreements. The employers who have turned to
the courts have received varying and oftimés conflicting answers, e issue
is before the U.S. Supreme Court in Frank v. Bouwan Transportatzon d argu-
ment is set for early November .

* B . . - . . ’ L

Many "affected class" members have been reminded that the "Compromise of
1877" sharply curtailed legdal gains won by blacks as,a result of the Civil
War. "Rosie the Riveter! and blacks algso remember that, after World War II,
they were the victims of sharp cutbacks in employment opportumity that
abounded during the conflict. This type of periodi¢ . .relegation of the same *

= class of workers to layoff i3 perceived by many victims as an act of discrimina-
tion. . - )

* \ LI

< Jn the recently declded U.S. Steel’ Case, Judge P01nte found that the
Fairfleld Works' senlor1ty system - the product of collectgve bargaining
. betwgen the Company, United Steel Workers of America and various locals -
locked blacks into lower paying and less desirable jobs. The Court ordered
the seniority rules scrapped and instituted a new plantwide seniority’ system s
intended to "treat blac}s and whites alike at the steel company.” '

| 4

£ '

Government agencies, like the appellate courts, are not ‘in agreement on
the affirmative action-seniority issue. The Civil Service Commission has
taken the position-that it is improper for the federal government to make
"such management decisions for state and local authorities or private
employers.” The Justice Department p01nts to the legal challenges pending
in the Courts against employers concerning the issue of layoff policies and
infers that the issue should be settled by the Courts. Meanwhile minorities !
tand women, hired last because of systema!ic discrimination pract1ces are
vulnerable: If affirmative action is to become a reality for the "have
nots," serlous thought must be given to alternatives which could include work
sharing, rotated furloughs, early retirements and numerical ratios. .

'
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EFFORTS

An employer's commitment to affirmative action must permeate every
department, division, branch or,work unit with 1ob performance~be1ng measured
by the "bottom llne " : .
Y ’ — : »

The personnel department, with the responsibility for employee tréining,
has a major role to play in designing and conducting trainind seminars for '
supervisory persoenel»to communicate the requirements af the company's affirma-
tive action plan, legal rulings and individyal responsibilities to equal
employment oppertunity. The’department's responsibility should include, as,
a minimum: :

[

. “
orientation sessions for nee/éire

.

"awareness" training
management development sessions for upward mobility
+ .

identification of pfomotable people

i ’

13
supervisory development programs

.

l .

training pfograms geared to job restructﬁring‘ \ -

Affirmative action affects all employment practices; thus the training manager
must be prepared to design training programs around recruitment, hiring,
transfer, promotions, benefits, layoffs and terminations and unexpected
problems which arise during the implementation process. > '
A word about "attitudinaL or awareness" training. Since racial and/or
sexual stereotypes are documentable barriers to equal employment OpRgrtunity,
"awareness" training is a key component in preparing managers and supervisory
personnel for effective part1c1pat10n in an affirmative acdtion program.
Care should be exercised in des;gnlng and conductjing an awareness program‘
so that male managers become more conscious of their attltqdes with minimal
threat in the initial stages of the sesglon design. The usé¢ of attitude
surveys, general factual 1nformdt10n,10 as well as 1nterné1 organizational
data is helpful in'setting the stage for future problem sélv1ng and action
planning .activities. *

Pl .
. v

Training sesdions for affected class employees might well focus on
career counseling, career.ladders, assertiveness tnéiﬁ ng. The employee
should be counseled on outside educational programs‘w1 It a view toward
gaining knowledge and skills to pXepare the émployee fo meet the present and ’ )
anticipated, needs of. the cetfpany . .

In the final analysis, the effljectiveness of your personnel development
activity must be measured by the "bottom line."

P e
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lpitle VII, Civil Rights Actgﬁf 1964 (as aménded’ by the Equal Emplg;ment
Opportunity Act of 1972

2C'ord:zﬂaetozﬂs Association of Easterm, Pennsylvama v. Secretary of Labor,
442 F 2d 159, 3 FEP Cases, (erd Cir., 1971), cert. den. goqﬁp .S. 854,
3 FEP Cases 1030 (1971). ; : *g‘

¥

3¢riggs v. Duke Power Col‘, 401 U.S. 424 (1971). S

v

Y452 F. 2d 315 (8th Cir. 1971). Since the minority population of Minneapolis
was only 5%, the Court ordered a "one to two ratio . . . until 20
qualified minority persons,have been. hired."

-

_ Wogler v. McCarty, Inc.ﬁg{f‘. Supp. 368 (1968), aff'd sub. nom Local 63,
Asbestos Workers v. Vogler, 407 F. 2d. 1047 (1969).
~ ’ v . . .
6402 Uu.s. 1 (1971). ‘ N ' o

v

... 9340 F. Supp. 703 (M. D." Ala.) (1972) \4 FEP Cases 318.

. .
’section 703 {j), Title VII, Civil Rights Act of 1964, as amended by the
Equal Employment Opportunity Act of 1972.

' o

R

8402 U.S. 1 (1971).

. N , v
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opportunity for minorlt}es and women with the Department of Labor and the
L o ‘ ‘ g

Equal Employment- Opportunity Commission. ; \-/m
» . /

Under the agreement, the company will make 'batck-pay settlement and

ini/tiate a new prdmotion,pay policy and wagé‘adjustment. The company will /7//1

d K op goals for increasing the utilization of minorities and women in each ‘
. 'a,—" ¢ s “’s

j classification.

a . 1

o

wOmenixe}ndnorities hired between July 2, 1965, the effective date of

- -

the Civil Rights Act of 1964, and December 31, 1974 will be assessed to ,

J determine their intere€st and potenﬁial for higher level jobs. . -

[ 4 s ~

)
Yoy have been asked to outline a special development program to prepare

these *under-utilized groups for promotions as they become avai]lsble.

-

TASK: T e .
] - A - -

_Given'your own experience and knowledge of your company, outline a - -

-

. .
PR

personnel development program to prepare women and minorities for upward

mob;%%;y:- ~ { T . ~ - e

L4

| N
-
-,




THIS WAY UP* .
. _ 4
> . » e r ‘ -

You ‘have been ,asked to[develop a training program to place more women

o i

on the management career ladder. Your present personnel development program

includes:
§ : !

- "= a management assessment process -

‘
“ . ® e

‘o  _ - an entry level trainee program which uses job.rotation as,a key
‘ » element of the management training program

- a .
- .

- progress reports to top management ' .

-

Cae, - .
Using the existthf;ZLsonnel develo?ment program of your company:
L}

~ 1. (a) What elemengs'ére most likely to neeq changes? ’

’ ’ - o € - °

¢ «  (b) What additional data is needed for.decision-making over what {
.o timespan? .

-
-

(c) What elements are most likely not to need change? Why?

\ , ' S .
/ 2. ‘Select the most important element from 1 (a) and justify your
selection. P :

- 3. ‘Brainstorm changes and additions that might be made.

5 . >
4. Evaluate the brainstormed results and prioritize them in ferms of e
getting more women on the management career ledder. Vs
‘ < . . 3

°

o - . ° 5

°3
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- Evaluation of Instructional Systems ’
. by William F. H. Ring* - o

- . N
. -~

The purpose of this paper is to describe;a model of a training system
which has been used to est1mate and categorlze costs. It is based upon s
Calspan's experience in performlng a Systems Approach to Training (SAT),
study for, the crew of the B-1 air vehicle., SAT is a technigque for ,applying
systems analysis to an Instructional System Design (ISDT' (see refefrences).

No specific results will be given because they would nQt serve my rpose <in
presenting this paper, and because some of this data represents estimates

which the Air Force needs to restrict pending procurement of the training
N\ i o -

devices: . N

&

»

[

_ERIC
P e
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The paper will first discuss the concept of a SAT/ISD study. This will
lay the groundwork. for the main topic which is the calculation of training
system.costs. Models will be described for estimating and t3bulating system
costs. Finally, some example results from the'’analysis, will_be presented.

§

v
The terms training and trainer are used dellberately in this paper to

describe a particular attitude with _respect to what we hope to accompllsh
‘with "the trainers. We hope to br1ng each of the trainees to a3 predetermined
level of competence and not beyond. This attitude enters into the systems
analysis and will be discussed below. - . ; s

It 1s useful to revlew ‘the SAT/ISD concept to understand the role of
evaluation in the protess. ‘The steps performed in_,a SAT/ISD are sh wn in
Figure 1. An input is a escr1pt10n of the job requirements, a tas an;ersis.
This is a list of tje things which'must be accompilished during performajjige
of the job. An element in the task <analysis data base contains' the des
of a task. Someone, does something. The data’ bage answers the questions:

How does he know when to do it? What does he do? What does he do it to?

How does he know it is done? How well must he do it? o Y
)We.have constructed a computerized d;ta base management system to

rgcord and manipulate the task analysis.fax .the Bl aircrew system. The

introduction of the -computer had both hélpful and harmfuls aspects. The

relgttvely rigid formatting introduced by the computer helped to clar1fy the

behav1ors. Correlatlng the controls and displays against the task analysis

e

*
*William F.' H. R1ng is Principal Englneer, Calspan Corporatlon, Buffalo,
New YorK. . . 2 . : .
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TRAINEE . - - - . -
SKILLS AND ] . .
. KNOWLEDGE '

- -
— ‘
,
FEEDBACK [ -

Figure 1 'INSTRUCTIONAL SYSTEM DES®GN (ISD) /
o v

« 5 -

data base can lead to discovery of missing data. On the other'hand, encodlng
effort was equally required on relatively unimportant tasks.r

The charadteristics of the tra1nees are’an\lmportant input to t
SAT/ISD" as well. Their descr1pt10n is in terms of the skill,and knowledge
which they can reasonably be expected to demonstrate For each B-1 subsystem
we 1dent1f1ed the trainees who_had used it previ ly, had used a similar one,
had used a d1fferent one for the same purpose, of/iad never used such a, ,
subsystem. : v L

! S

" Behavioral objectives are constructed'&rom the task analysis. Associated
with a given behavioral objective is a set of enabling objectives which are
skill and knowledges needed to perform the given behav1oral objectlve.

~ P '
h The enabling obsjectives in turn' become behavioral dejectives until, at
last, one reaches the skllls and knowledge of all of the incoming trainees. .
It is possible and necessary to recognlze common enab11ng objectives to
avdid ddpllcatlon in the tralnlhg syllabus. . s

The complete set of behavioral objectlves, the linkages that indicate

which objective enables which along with performance standards comprise the
training requ1rements .

y ’ N

The syllabus is developed from the training requirements-and the known’
characteristics of methods and media. The syllabus i& an ordered set of
instructional blocks which are'associated with th® training objectives. -~
Instructional blocks include the training objectives to be acgcomplished, the
method and med1a of tralnlng and the estimated t1me to complete. .. -

-

a3
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. The, task of flying, a‘military aircraft involves learning about a large
number of controls .and displays which have, the relatively simple-functions
eednfo be man1pulated rapidly in the proper sequence, and in some
iR, considerable skill. Much of the training for this type of job
is best actumplished us1ng(£1mulators, trainers or the aircraft itself. -
We originally considered a large number_of tra1n1ng media and- components.

We later narrowed the selection down to a very limited number of devices
which were defined in terms of the type of stimuli and interaction with the
tralgee

,

L]

. ‘
’ . , -
’ . P

1 +
The cost evaluation- phase‘involves determining the costs of options for
the tra1n1ng system. The candidate system with the best measure of effective-
i€ in < general the preferred system assuming thatsthe tra1n1ng objectlves
are not compromised. 5 .

. .

Finally, there is the implementatdion phase in which the training occurs.
Feedback is used to refine the description of the minimum required incoming
trainee skill and knowleige, to check the estimates of the time ‘and resources
required to complete instructional blocks and to add'or delete 1nstructlon
based on the performance of the trainees in the f1eld. ]

This paper deal's with thé cost evaluation phase of a SAT/ISD program. '
Our work has approached the evaluation as a problem in_systems ‘analysis. .

The objective of the training system 1s to bring the performance of trainees !
to "an establ&shed criterion. The trainees ware to demonstrate the established
level of performance for all of the training requireménts. The level of
performance is a quantitative statement of skild~or knowledge which is
inclyded as a part of the description -of the training requirement. The number
offfrainees is an external constraint. - The medsure of effectlveness for the

t a1n1ng system was selected to be llfe cyclé cost '

In systems.analysis the measure,or measures of effectlveness are not

necessarily the only factor on whiclf decisiong are made. fIn the case of the
B-1 alrcrew fraining system, the time-flow of funds and type of furds
(vaU151t10n vs operations) aresimportant, Flexibility and the ease of modi-
fication of the training system may also be of concern. The, K role of the -
decision-maker‘is to weigh the measure of effectiveness against the, intangibles
of, the sytem. Another example of an intangible consideration is motivation, -,
A candidate system might be rejected if it would tend to reduce morale and
thereby increase turnover by some unpredictable amount? LS ] *
he Qhe analyst w1th a single measure of effectlveness has the- ability to
vividly demonstrate the tradeoff of the effectlveness measure with qualltatlve
variables. For instance, we studied'the tradeoff of 'initial acqu;sltlon :
for operating expenses. In our case Wwe could show that the acqu1s1tlon
costs, while large, were dominated by operating expenses. Thus, if phe choosef
to lower the acquisition costs by reduc1ng the purchase of training devices,
1ntend1ng to use the aircraft instead, the life-cycle cost suffers due to the’
high cost of flying. The slngle measure of effectiveness in our case, lifes
cycle cost prov1des a ready’ measure of’ the penalty one 1ncurs for selecting
an alternative with some desirable characterlstlc not possessed by the
lowest cost system. ) o s, P ’ _ "
[}

/ ‘ .
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‘ A second role of the evalpation in the:B-1 programs is to provide ! ,
planning factor data to other analysts who treat the air vehicle crew training
' system as a subsystem. Parametric analysis’ the major external 1nfluen§es,
ew ratio :(the ratio of crews to aircraft} a e er of air bases, ‘were
de. ’ . ® 2 -
} | 2 _ . L

’
A large amount of bookkeeping is necessary in order to compute costs.

orm this work we developed  two computer programs%gRAM* and a much
simpler, TROLIE.** JItlis most useful to descr1be our approach to the evalua-
tion rather than the programs themselves r* = .
: [ |
We define a course as- theldnstruction réquiréd to train a single position
on. the aix vehicle crew, say the copilot. wlthln a course, one may, provide
*multlple tr s. In our case, separate tracks were defined for transltlonlng
B-52 copilats, KC- 135 copilots, and\nmbrgraduate pllot trainees--the sources
of trainees for the ‘copilot position. Training demands are ,calculated on the
~ basis of aircrews needed to man 'the fleet and té replace attrition. ¢ We define
the sourdes of. trainees in termsxgj their capagrty to provide tra1nees'on a
time-phase basis. Assoclated w1th each .type of traffee is‘a priority or
preference. "The hlghest priority source is exhau€t®d before thé next is
tapped . Other algorithms for selecting among trainee sources are probably .
equally good but th1s was used since the cost-to- tfaln varies from track to

track and the pr10r1ty reflected this cost. ., < - .

The concept of a resource must be introguced next. Associated with a
resource-is the resource denerator. The resource is time in a sunulator,.the
generator s the simulator 1tse}f If the resource is an 1nstructor hour, the
generator is the instructor. All expenses are determlned by the use of :
regburces or the ownershlp of reﬁource generators The resource generator has >
as a part.of its descr1pt10n its y1eld Qr ‘capacity to produce resourcgs. Byw. .
knowing the use _of, a resource and the yleld of its generator, one can conpute
the number of generators (e.g., simulators) needed to.supply it. While this
seems to be & tautology, the concept has profed to be the key to successful
bookkeeping*of.costs: ' . - . .

?

* »
f
4 -

Associated with each track is the network of instructional bloéks. The .
N instructional blocks.are described by the time to complete and the resources
used. Resources can be used by either a trainee or by a class. A class uses '
- a classroom Or-instruction; a trainee uses an hour on a trainer. By séparating ~-’
, the training into tracks, resource use ls dependent on both the numper of
- trainees as well as the type of trainees "which are undergeing training. When . ”

: training .is ‘accomplished with part or full crews, resource use 1s charged -

- to one member. +*As a formula, one has the matrix equationt . -

Resource Use = Trainees/Track 4 Track4Res6uxde Use/Trainee. . -
. ot . : <. 1 * haad H
-~ \ - = Py o ’

-

. .. .3 - JBR o
7 ' >
*Tra1n1ng Resources Analytic Model v
. **Tralnlng,Resbqrces Organized for Loglcal Integration of Expenses -

] . . L , ,,
.

: ' : : 2
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%\TRAM program performs ‘this operatlon over relatlvely short perlods.
That 1s we are concerned with how many hours a traine¥ is usea as well as
with determlnlng if queues will form waiting for a turn on *the device. T%éf”’_
has means for limiting resources andy for handling the resultant conflicts
in ‘resource needs’. Theé TROLIE program is only concerned with the former
problem--the use of re30urces. ¢ ) !

Returning to the deflnltlon ‘of a resource generator one can think of
> resource generators as faucets which fill up "buckets" on a conveyor belt
with resources.- At the end of the belt is a dellvery point where users of
'the resource come to use it. 1If no one comes, the resource in the bucket is
'lost. Thus, the bucket represénts a period of time over which the resourcew
is available. The level to which the bucket is filled is dependent upon the
number of fauceéts {resource generatorg) .- See Figure 2. The "bucket" repre-
sents the short-term planning horizon for the devite. A typical valué used
for a bucket is one day. This implies that a.trainee will use the device
whenever it can be.scheduled for him within a one-day period. When planning

for the acquisition of training devices, it is the peak resource us® per- AN

bucket"® (training hours used) which must be met by the generators (trainers).
Optimum use of resources will keep the average and peak use nearly equal.®

. -
. B o, 4+ .
; RESOURCE ° ’ . . . g
‘ ‘ GENERATORS
~ »
’ ? ™ - ’ 2 j‘ : *
. < ‘ i
- ¢
) K P ~
. ’ _Pigure 2% BUCKET CONCEPT  , - \
/‘ - R
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In the main part of the TRAM program on& can limi% the use per bucket.
as a means for limiting the mumber of resource genexators (devices) of a
'specific type. Should thé system run out of respurces within a bucket, the
trainee may be delayed or lagged, or alternatives might have been specified.

An output' of TRAM and TROLIE is, the amount of training res&ﬁrces used in eéach

bucket. In another phase, the resource used is tabulated and e€conomic data is

generated. ' b . : C "
> . .

The economic analysis begins by tabulating the use of each resource A
yearly reporting period is standard and an arbitrary length periodic repokt ,
is also generated. The total, peak, and‘'average wse per bucket over the .
reporting period are of interest. The required number of ‘résource generatoxs
(dev1ces) is calculated from the y1e1d of a single resource generator and th
peak use of that resource. ¢

™ In addition to the set of resources defined, we allow £pr one resource

to introduce secondary use of other resources. That is, time on a simulator

can point to instructor time and faCllltleS. Secondary resourq’% can be -

dependent on either the primary resource use (instfuctor time is a goed.

_ example), or on.the,number of resource generators (facilities is‘a good

i, example). ' . ' o
- If demand for a resource is reduced then the number of generators needed
to meet the demand is reduced. Some gengrgtors. can be "returned." This is
particularly true for operatorswand instructors who can be transferred. A
complex trainer has only salva value and is therefore not returnable.

. An exanple of the use ofit e above concepts is the use of the resource
instructor time. Instructor tim& was specified for each instructional block.
Thstryftors are primary resources. ~ The number of (instructorg required for :
each period is calculated from sthe quotient of the instructor time needed
and the instructor yield. We round up fractional instructors. The }nstructor

aculty can be reduced if the demand is'reduced.. Each’instructor is )
i§%0v1ded with an office. While we allow for instructor transfer, we cannot
_rcturn an office. When cosis are calculated, the operatlons and maintenance
on the offices continue$ on the assumption that appropr1ate ‘uses will be
found for the extra space after the peak has passed. - . -
. ' / . T

. Costs are divided into research, development test and evaluation (RDTSE) ;
- 7 acquisition; operations and maintenance (0&M) ; facllltles, cont1nu1ng suppoft

\ (modification and improvement); and instructional material. RDTSE is a one- ° "
time cost, which is 1ndepeqdent of the resource use.. Acquisition 1s "dependent
upon the Eumber of dev1ce§'réqu1red We can optienally apply‘a "learnlng_
rate" to acquisition cost. If one purchases twice as many devices, the. average
price paid can be reduced to some percentage,msay 90%, of the orjiginal price.
To estimate the cost of M items when N items are already acquired, one
computes the cost of M + N and subtracts the cost of N. O&M.costs are ‘
incurred each year and are dependent on the amount of résource used .and the
number of geperators.. For instance, flight time, an O&M cost, depends on
the number of flying- hours, but instructor pay which is'alsg an O&M cost
dependg upon the number of instructors, Thg dependence of 0O&aM costsﬂon the

. .
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number of resource generators optlonally 1noludes ledrning. Facilities are
all treated as secondaty resources. There is a construction and an Q&M cost &f
associated with them. We used a square foot of floor space as the basic unit
for facilities. ’ ) .

v

v . . -

Continuing support represents the 1nev1table modification and improvement.,

-

LT of the training devices. We treated these cobts as dependent on the first
unit cost” and the number of units ‘(with learning to account, for the RDTSE
. component of the continuing support). - : .

Instructional material preparation 'is estheted as a function of the
device and the number of hours of instructional ‘material to be prepared., .
Since this is a one-time cost, 1t can be combined with RDTEE . Instructlonal
matérial also requires continuing support. This cost is independent of the
number of generators (devices) because the’ preparatlon costs dom1nate~the
production costs of instructional material. .

- - . .
. . ~

Whlle no specific results are goihg to be presented, two 1llustrat10ns

from our results are of 1nterest\\\\\ . - .

,The relatvonshlp between flying“time and trainer time for refresher
tra1n1ng was 1nvest1gated Our analysls provided for several cases in which
the. time programmed for relat1vely .inexpensive ground trainers is replaced
by expensive aircratt time. Figure 3 shows the results. The acquisition :
costs were greatly reduced'because we are recommending a training facility
at all air bases. The reduction in ground trainer cost was oﬁershadowed

by the increase of flight time costs. Thus, it appears that the investment
in tra1n1ng devrses is a wise one. )

A second interesting result was prov1ded by 11m1t1ng the number of
tra1nees A trainee demand occurs whenever an aircraft is delivered or when
an airman quits.or is transferred (suffers attrition). Figure 4 'shows the '
situation. ‘Deliveries are to be made at alrelatively constant rate for a .
period of time. The new trainees are' to man these aircraft as they are
. delivered. Later the graduates ,suffer attrition. Attritibn is modeled as
a percentagé of' riumber of crews in the field at a delayed ¥&me. The use of
a.delayed time dccounts’ for the fact that crewmen in a new assignment are
‘uhlikely to 1mmed1ately quit. The resultant training load has a peak as

"~

. ¢ last aircraft are dellvered. The peak is foIllowed by a- valley. 'By‘

refusing to allow for replacement abové a given level, we reduced the peak
use of resoyrces and hence the total devices and facrlltles It turns put

. 4 that very few devices are saved as a result of sharing of resources between
the tra1n1ng school and an air base located at the same place. However,.
acquisition, was delayed and the peak number of instructdrs was reduced.
The small saving in O&M and inh the acquisition of offices for the peak number

. of instructors amounted to almost double the pay of an active-duty crewman

-* for each man-year of -delay.. ' If the’delay were also reflected.in decreased
replacement tra1n1ng, which such a delay mlght produce, the savings would be

, greater still. .
. . . . _ )
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’ This papq& has presenﬁed a model for the development of costs and the
tabulation of these gosts into categories. The model has been useful in
evaluating B-1 aircrew training concepts”and is believed to be useful fox
' " the evaluation of a wide variety of other personnel systems. The model can
provide the cost portion of a cost effectlveness analysis. However, the answers
produced by our computer programs or any other program are still no better
-than input data. Uhfortunately, we found that many of our most important ,
costs are poprly known and therefore the absolute value of the results are
. -equally pooro(although the relative magnitudes are con51deribly more valid).
L J

"o
on the other hand, we found a high sensitivity to some of the alterna-
.tives, The least-cost alternative is therefore robust to variations in ",
the 1nputs. Other variations showed very low sensitivity. Selection of a T
b preferred altarnatlve can then be based on other intangible con51deratlons. ’
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An Inddstry-Edué&ation-Labor
Council that Works

by Ronald * and Paul B. Musgrove*¥*

‘ Exploding Some’' Myths L *
. a .
It is very appropxiate that -the theme of this year's National Vocational
~ .Education Personnel Dev¢logment Seminar is focused on the topic of industry-
education cooperation. .\The topic is especially timely since industry-
education cooperation 14 often assumed to belan integral element of our voca-
tional edycakion system. e recent emergence of the concept ofl career
education hasfgiven new impetus to the necessity for cooperation between
education and\industry. The advent of-career education has caused us to
suddenly realize that industry-education cooperation is an absolute essential,
and- that we have very few sound models available to pattern after. We have
also begun to realize that there is yery little evidence available to support
the fact that a real day-to-day workingmrelationship actuallyg does exist
between school and the world of work in very many places.

N Many of us gén show that we doouse advisory councils for each of our
’ vocational program offerings. We can show that our councils do have repre-
*sentatives from the business, industrial world. Most of us can readily prove
”%hat business, industry, and labor R{re on the mailing lists that we use to
" conduct our annual manpower —and folldw-up activities. Many of us have ’
established relationships to the point that selected business and industries
do provide uas work stations for our cooperative students and potential place-
ment for our gradyates. - - “
-, . -

These types of, industrf—educdtion cooperatdon are highly commendable
and should not be discouraged or discontinued.’ Instead, they should be used
as a springboard to a much more meaningful relationship. Business and
industrial represgfitatives must be asked.to become more «directdy-involved

» in our program planning processes and must be used as resources in our day-
__to-day classroom achyities. We must also learn how to go into their
facilities in”search of real world educational experiences. In’ short, we
must become partners {4n education. ; “\ .
3 .

.

*Ronald Q. McCage is Director of Research and;Development;,DivisiOn of
Vocational and Technical Education, Illinois Office of Education.

o y . °
N ¥

.~

- **Paul B. Musgrove is Exgcutive Director of the TriJQSEnty Industry-
Education-Labor Council,.East Peoria, Illinois: w-
2 > B - . -
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Many times we have heard that indlstrial and business people are not
interested in what happens in the schools. We have heard that they really
don t want to participate in our planning and classrooum activities. We -
" tend to forget that their children make up our class rosters. 1In the past
five years our division has funded several career education projects at the
local level. Iffwé have learned one thing through this involvement, it is
.that business and industrjal people do want “to. become deeply involved.

°* Their most commgn responsi is that ™No one has asked me." Have you ever
asked them to participate? They simply have not been asked in many cases
because ‘wost of our teachers are afraid to as them. We, as teacher educators,
have not prepared them to deal with the stranger in the classroom.or té‘ght -
them _how to design a truly meaningful educational experience in the field or
outside the classroom. .

h . . . ‘ NN

v

New Emphasis Appears . \\\/

‘With-the advent of the career education, our professional jourpals have

-

.

!

\ beeﬁlflooded with articles based on this concept. Terms such as school- . -
work councils, community-education councils, and industry-education-labor
-eeunc;ls have become quite common in the literature. Writers are frequently 5

recommending that we establish industry-education councils in our loc3l
communities. Current CETA Guidelines require planning councils &t both
the state and prime sponsor level. Rumors tend to indicate that our new
vocational education legislation may follow suit in’ some form.

a—

Oﬁe of the most relevant statements in support of today's topic of dis-
6uss10n appeared in July 1971, in "A Summary of Final Report of the State /
Level in Career Education - Bridging the Gap: A Study of Education to work N

. Linkages,” a project conducted by the College Entrance Examination Board
for’ thé Education and Work Group of the Nat10na%>1nst1tute of Education.
statement appeared as Number Four of a series of twelve proposals aimed at

removing barriers té the implementation and succ s§k$f taree educatlouh
_statement reads as-follows:

Community educatlon and work councils, comprised of atlonal
.-business, labor, government, and other communlty leaders, should

B be established. Sponsorshlps may come from the catlonal ~ N
sector, the work sgctor, or the community sector-~whichever 1s"_ 'Y ¢
willing to assume rqltlatlve. However prganlzed the :

- - councils should hav uthority and responsibility to organize - ‘
Ll ' community (resources inrder to be of max1mum€£enef1t to school .
— * and colleges [i. . (page 9). : ///;? :
§

- e {

This s}atement gives emphasi to our d1scuss10n thg

- relevant in terms of supporfing the need for est

. coordinate. the efforts of gducation, labor,

' become a better place for é&l children. K ' -

\ e

morning and is partictilarly -
ishing some mecharism to \
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Bringing It Down to the Local Level 2 o o . s

If I may change directions, I would like to digress a bit and regress to * -
+ the first person. Some of you who know me know that I.am & graduate of Texas
A&M and that makes me a true blue Texas Aggle During m nure at College .
. .Statlon I can recall a 1968, 1969, and 1970 footba teaz’tﬁa?\qiten had to
. drop back and punt; a footbail team that was filled 'with that old gie spirit
and downhome Texas motivation, yet unable to really put together tnp-notch
bald club with the exception of the 1967 Southwestern Conference &nd Cotton
Bowl champs. In recent years, however, for those of you that have an interest 2 s
ih collége football, the Aggies have put together some top -notch clubs’that da
can and will, if I may have the pleasure of being a bit opt1m1st1c, return
to their powerhouse status of earlier years which seemed té end in the late
sfifties/with the passage of Coach Paul "Bear" Bryant to Alabama.

o~

) I have bored you with my football biases for thes last few seconds for two
- very good reasons. First, football is fdshionable and most everyone can ‘

relate to it, and secondly, because the "drop back and punt" syndrome I

mentioned earlier has particular relevance to the field of research and develop-

‘ ment and personneJ development in occupational education. All too oftem
we research®and developmental types tend to conduct descriptive studies, do
codparative analyses, run correlations, conduct deve;dbmenta& activitiesg,
and, develop personnel when it is fourth and long yardage, " instead of ing .
the big plays early in the series. We often find it necessary to e1ther ?
punt the ball or take a chance and gamble with the bomb on fonrth down.
- n‘

It does not necessarlly follow that one whp is a researcher is also a .
"soothsayer." Those of you who have completed or are presently writing .
dlssertatlons or conducting research readlly reallze that if you can identify .
or ﬁirget in on the real problem, you have already ‘moved thr ugh about one-

‘half of the research .process. In the.same respect, if one cgn 1dent1fy T

problems facing occupational educators, you are far down the road and can .- \\

systematically begin pxagmatic steps to SOIKE those problems. We in Illinois, *-
of the opinion that to identify thgyproblem,*you must go to the practir -

I used the quote earlier in is presentatiOn to show that here, 3

, -~ finall¥ in 1975, we have support for the need foralndus;ry edqcatlon -labor .
cooperat'on by a group sponsored by the Natlonai‘Instltute of Educatlon ’

p ‘

stating and" requesting our help 4in coordinating 1ndustry—educat10n and *

1 bor.{ Wg don't have to drop back and punt. . - PR L.
\
- 7he Council: Locally Initiated 4 . / T

I am ctor of the Research and'DeQelopment Unit for Vocational and .
hnicdl du Yation in Illinois. In your state my unit wolld most likely A
e called the RQU. The Research and Development Unit in Illln01s is one
f seven operat'onal units of the Division of: Vocational and Technlcal
ducatlon.v Itg major function is to adninister Part c .and'Part D funds for
research, deve pmentaal, and exemplary activities as out11ned ip the 1968° : .
\ . Amé—a‘ents tohthe Vocatlonal Education Acto?f 1963. The Unit carries out

-
b = - . e
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this fuhction by contracting with local business and educational agencies

for "the purpose of performing selected activities which lead to the ultimate

solutipon of problems facing .Qccupational educators in IllanlS
.2re established each year to help the research unit ldentlfy ‘wh
best be spent to_ _solve problems facing occupational educators.
ties are establlghed by and for local educational agenc1es i
pational educator§ at all educational levels tell us their
1n1téate research, developmental,kgnd exemplary acthdtaes
solveé those problems. At a time when considerable critici
wour educational system,
the ills which exist.
development, personnel development,

Priorities
ere money cah
Those priori-
llinois,

should come from the local level.

Too often we work on pr10r1t1é§1created

a

at some level above us 6r tend to operate in our ivory
pletely out of touch,wlth the real world.

lower syndrome com-

[y

Oécu-

roblems, and we

hat “we - thlnk will
is centered on ~
considerable emphasis must be placed on correctlng

In my mind, much of the identification of curriculumg

research, developmental, and other needs

-

o

The Trl—County Industry-Education-Labor Gouncil which will be described ’

by Paul Musgrove is an excellent example of how both the research process
and the local input process work together to 1dent1fy and solve problems
in Illin®is. 1In FY 72 the.IIlinois Research and Development Unit sponsored
& project in Peoria, Illinois, in which local career educators recogni;éa -
the.need to coordinate the'vast number of industry-education-labor activities -
and resources in the Peoria metropolitan area. Before initiation of this
coordination effort, occupatronal and career education programs were extremely
fragmented, busin€ss and labor leaders were frustrated with the schools
(often being called on many times in one month to talk to classes in the same
school), and in general» relationships betwe the dlstrltt and the public it
served were just not organized., Staff in PeoNjg District #150 had the fore-
sight to recognize the need for coordinating the resources of the school and
community in.the district -and hired a staff membeér with ‘that integftion. A
staff member that could help the industry, education, and labor representa-
tives in Beoria to "get it all together" in ®erms of assisting the local

« schools 1n thelr job of preparing students f%:‘:helr .place in ‘the world of
.work. '

,

¥

It was _soon recognized, however, that community resources and educa-
tichal agencmes outside of the ci of Peoria sheyld also be parficipating
in this type of prodxam, ard fromqﬁhia local’ foresight and the cooperation
of the Division of Vdcational and Tefhnical Education, the Tri-County
. Industry-Education-Ldbor Council was formally established through a Research
and Development Contrast as a general not-for-profit corporation ynder the

laws of the State of Illinois.

Whether this type of Councdil is. the ultimate |

answer or only a p0551b1e answer '1s yet to be determined.
been highly succedsful in Peoria, Illinois.
aspects that will work 1n your local communlty

Right now it has

It very. well could have some,

Lo .

%

-

e

_ .
I am sure that you are really interested in learning about the more

pragmatic details of how the Council wad established and what it does for

schools and community representatives in {razewell, Peoria, and Woodford

Couhties in Illinbis. At thls time it gives me great pleasure to introduce
"Mr. Paul Muggrove, an. executlve who has retlred from a career of several

IS
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years as, Industrial Relations Counsel for Hiram Walker and Sons, Inc. which

has a major operation in Peoria. »Paul is now executive director of the

~Trr~County Industry-Educatlon-Labor Counc1l\ His many years in iHle business
- and industrial community has added much to the success of the Tri-County

Industry-EducatIOn -Labor Council.

.His po;nt of view on this top%g‘can add

much to our conference today. / ' . -
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" Wabco Construction and Mining Equ1pment, and Keystone Steel and Wire To.

*work.

)
: 'Ford stated .

RIC-

~ . ’
INDUSTRY-EDUCATION-LABOR COUNCIL THAT WORKS

» ‘ .

rd
In the heart of Illinois are located some of the world's leading manu-
facturers, to name a few,’Caterplllar Tractor Co., -CPC Internatlonal Inc.,
The area has the lgrgest hospital-medical-health facilities, 1nclud1ng
Peorla SEhool of Medicine, in the state of Illln01§ outside of Cook County

"
\

. The area has a population of approximately 350,000 and more than

82,000 students attend publlc, “parochial "and private schools, K through 12.
~More than 4,000 teachers and educators have individual contracts With school
districws.s Ehreka College, Bradley University and Illinois Central College
are located in'the area. The University of Illinois, Illinois State
University and Western State Un1vers1ty extension schools curriculum ls ,
available to students. -~ .
/ - < Q
_There are a number 'of. people in the three counties engaged in bu#fhess,
practicing professions: .agricultural people, industrial personnel and lahor
sector people who are deeply concerned and have a keen interest.in quality )
education’ and specificall' career education. These community resource
people want to be'a part of the total effort of education to help all stu-

dents become familiar with the values of a work-oriented society, to integrate -

such values into their lives in such a way that work becomes productive,
meaningful and satrsfylng. The 1ntegrated approach helps develop self-

- awareness and exploration, and career awaren beginnihg in the primary
gradeg. Togethel' they improve decision-fmaking and glanning capabilities
‘of students before they enter the competitive lahor force in the world af
v, ’ . -~
‘o . ,

.

We need a close collaboration of industry, education and labor because
coo eratlon alone is not, enough in ‘implementing a total education program and
edycators agree they cannot ,do this by themselveg. Lack of money, time .and
sfeeialized personnel are a few of the main roadblocks In his remarks at
thé 'summer commencement of ;,The Ohio State University in August 1974, President

L3 g ’ . . M -~
N i .

Practlcal problem-solvers can contrlbute much to educatlon

Q whether or not they "'hold degrees. Thé fact of the matter s _
that education ‘is bélng strangled - by degrees. :
I have asked the- Secretarles of Commerce, Labor and HEW tqQ
report to me new ways to bring the world of work and institu-
tlons of educatJo closer together. For your Government as
well as you, the time has come fot uslon of the realities
of a work- a-day life with.the teaching 'Of academ1c institu-,

tions. J . ‘. - R . .
- Lt P

-

The Trl-CountyaIndustry-Educatlon-Labor Countil, here1nafter called the Councll
is an outgrowth of statements reiatlng to total‘educatlon may be community

N ’
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' : c
decxslon-makers 1nrthe Trl-County area at ong of the n1ne “Reglonal Hearings
on Educational. Goals,' conducted statewide by IllanlS Office of Education; in
1971. e A . . o ) - -

In December 1973, the state of Illinois, Office of the Secretary of

State, issued a Certificate of Incorporation to the Council as provided by the
* "Genegal Not forggrofit Corpggation Act" of Illinois. The Council also
i fq&a{fiigd and received "recggiltlon of exemptlon from federal income tax,"

* which permits donors to deduct contributions- to* the Council as provided under
the InternaTlRevenue Code . - . - ’
! LY
A Board‘of Directors numbering seventeen was elected in May 1974, nine

of whom are educators. The other seven come from labor, business, industry
and professions. President Qf the Board is Dr. Talman Van Argdale, Jr., ',
vice president Commercial National Bank of Peoria, who served as president
. of Bradley Unlversity for ten years ‘and chancellor two years. Louis W.
Hesse, president of Central Illinois Industrial Association was elected
T secretary -and Sister Loretta McCook, 'supdrintendent of Catholic Schools,

Diocese_of Peoria, Treasurer. . . .

The Chuncid has a Reimbursem;;t Contractual agreementﬂwith the Research
and Development Unit of the DivisiBn Vocational Technical Education Illinois
Office Education which supports the service/developmental functions of the
Council. Gperatlonal monies were obtained from Borest Park Foundation and
Caterplllar Tractor Company on a loan-for-use agreement with interest being

paid by Caterplllar and Forest Park Foundation. KK a—
’ - R -

' . Office space is provided by'Illinois Central Gollege along with other }

in-kind contributions. Office furniture'was donated by business .and
. industrial firms. Smaller money donakxons mad; by business and’ 1ndustry
- paid for the office equipgent.. ., - . ‘e K

. ) During September L974w the Superintendent Educational Service Region
for each of tie three counties distributed to approximately 4,000 teachers
a Council §etter. which informed each. teachér of thé services the Council
was’ prepared to offer w1thout cost to the schools: The following informa-
tion was part of the September 16, 1974 letter: ' o .
w

v, . > - -

0 . 2

, . . . make arrangements for communlty resource people to v1s1t
cla ssrooms, discuss with students and téache;s their areas of ’
interest as rel3ted to the classroom studles whether academic

e

. or vepcational _in nature, and the preparatlon for living or for
making a 11v1ng or for enjoylng life. Take an entire class on L

v+ ,, , a career visit (field tr1p) r set up individaal ‘student
‘career- information 1nterv1ew with alqualified Cson . -

o

(Copy. letter attached as Supplement No.. 1.) #7

in Pekin, East Peorla, orton, Washington,
! 072 age Teachers' Gu1de Community 'Resou es in the trd

[SRJ!:* o ,\ 3 . ‘,53;):

Aruitoxt provided by Eic: ' -
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. < L
career resoureé speakers, career visits (field trips), individual student
career occupational 1nformatlon resources, and other areas of interest.to
educato¥s and students too numerous to mention. While the directory is not
exhaustive, we feel it represents a new and Valuable resource tool for
educational’agencies in the\mri-county area.

1 Y . ~
. T .

.

, o The Councrl makes available to all schbols, resource people to conduct
career educatlon ih-service workshops and techniques for utilizing community
resources. The Countil brings educators, students and community resource
people together on the IMinois Central College campus in seminars and
informational conferences as a means of prov1d1ng the link bétween educ¢ational

agenci€s and the communities they' serve. . 1B

~

In September 1975, the first issue of "Tri~County Teachers' Guide to

Community Resources" was distributed to all elementary, secondary schools ///’f’
5

“in the triﬁcounty area. This guide has.created additional requests from

teachers. ) ’ R .
» . . ’

< Today our® Board of Directors has a membefshlp of twenty-one people, ten
educatorg, three unlon officials, ohe banker, five ' from business-industry.
President Ill 1s Central College plus the Metro D1rector of National
Alliance of Bsstnessmen (NAB) and the Direttor of Human Resources, C1ty of °
Peoria,. . e . A
. .

Dr.‘Ron McCage, Coordlnator Research and Development Unit, Board of ‘*
Vocational Education and Rﬁhabllltatlon, D1v1s1on Jf Vocational and fechnlcal
Educatloh Illinois Office of Education serves as a consultant to our, board
and monitors the activities of our Councll Hls c0unse11ng an% gui dance f
accounts for gy part of our success. John Washburn an associate of Dr ‘Ron
McCage has begn helpful ,and on several occas1oqi!served asg ‘a Eespurce
person and conducted an’In—servgce WOrksth - CaXeer Education. xSHErwpod

» Dees, Director of .Divigion of Vocational and Technical Educatioh® has attended

a board meet1ng of * the Councitk. L

» R 1

L

' A
“r

s ” ~ . RN .

KnowIedgeable people from business,'indust;y, labor unions, agriculture,
governmepk, schqgl adm1n1strators, teachers, guldance counselors, ‘profes-
sional people, " members of school boards, directors of vocatlonal centers have
had cons1derable 1nput as related to the services performed bj"the Courrcil.
We maintaifn a small film library and draw on the film llbrarles of Illinois
Office Educatlon, Division of Vocational and Technlcal Education, local
colleges, elementary and s condary schools, Superlntendents Educatlon_

,' Servﬁce Reglons for. woodféord, azewell Peor1a~Oount1es. v Y o
] : ’ . . : ‘ ,/‘."’.
We enco rage teachers to utlllze resource people w1th £ilm requestsg B
<&Peachers tell us students understand the content of a flim much better when
N resource’ person relates the content of a f)lm to the everyday apgl;catlon
of skills required to.perform jOb ocCupatlons rllustrated in the film. ' s
: - « = o, . G . & . , N
- , We have used a low-key approach in offering o sefvices' to educatorsm v T
. prlmarLly to assure acceptance-of.a new agency. We feel that we have the '« ¢ |
world' s richest resource depos1t--people4-and we want tam ure gdr: < Wt ,
s
) | . I o ng' . - i a1 ..,'..
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of the best possible answers, SOlUtlonS and guidance to their questlons and
1mpress1ohs of ghe rugged competitive world of work. Our services must
have appeal to educators and students otherwise we won't exist very long.
We,know business- 1ndustr§ labor professions have somethrng to offer and should
bs involved in the educational process for children and young people. As
Dr. Chet’bugger, D1rector of Secondary Curriculum of Peoria Public Schools
District 150 and_a Council Board Member has stated many times &t educational
seminars: ' \ . 1y

< ' - .

It is not enough for business-industry, leaders to communjicate

their w1111ngness to help” As parents, taxpayers, and c1tlzens

they need to communicate to school administrators and school X
. g board members that they expect to be involved. LN
' + v ~ ~ -

It 'is my personal feeling that it is ‘Bt enough for schools to teach

.readlng,ewrltlng and ar1thmet1c, as the old timer put 2t "There are two kingds

o# larnin' 'book larnin' and 'ho¥se sense.'. If you can git only one kind,

choase 'horse’sense' every time." , i
- . LY -

Before we make a new service available an ad hoc Council Task Force 1s
appointed by .the,board to gather facts from educators, business-industry-
professional people, and labor. Evaluate the findings .and .make action
recommendations to the Council éoard. . K

»
»

fStarting with the 1975-76 school year we added some new services.
Gareer Informatfo‘\Day, October 15, 1974. ore than 3400 W
:  secondary studen’g grade lavels’ 11 and, 12 ‘were bused into ) N
Illinois Central College campus Community Service Building. , i
. Two hundred and thirty resource people from the Tri-County * ’
s . " area madé themselVes available from 8:45 a.m. te 3:30 p.m,. ,
C .'sC these youdg pgple could discuss wlith them job occupié;bns ¢
’ of 66 Careex“%rea plus 8 11dinois Central College Depa . i
ments. Copy of Ca eer Areas and Informatlon/Career Inform4 L3
R , tion Day attached ‘as Supplements Nos. 2 and 3. The experience
. ~ ‘was,d first for most of the participants and for the 30 ﬁigh
"o sch‘ospls'.'EJ _ C. « v . o 8
C8 . oo .- - "
Students “and resouréb people evaluated the event and the results lave not .
. been comQ}eted I‘assqre\you 1t wa% a,  most successful program.
. . /r -~
. . « A Gareer~Gu1dande Leadershlp Institute 1s jointly belng sponsoreé by -
%;°b 4Peor1axﬁetro Natéonak Alliance of Businessmen, Heart of Illihois Chapter .
;#(:,- Amerlcan Soc1e;y ﬁor Tra1n1n .and DeveIopment IXlinois Central College and
- our Counc1}a ,-George. Peﬁbody College for .Teachers and Dr. Rglph E. Kirkman,
I pdrtor and Pro!essox of ngher Education are the providers. The Career,
GU1dance Inst1tute programiﬁs divided into two parts. CGI is desigped to
v help educators become @pre familiar with the career oﬂportunltles available
’ " to graduates in thé Io al labor market and employer requirements for entry

< . ~ .
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v ‘ clientele of etudents.lteachers and guidance counselors respect and value
! i this great patural resource "kn edgeable people" willing to inform studénts
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U | into these career areas. They also offer participating businessmen and
> women a more realistic'upderstanding of the problems fa by educators
. 1n helpin Students focus on career decision making. BuWEness-participants
who are {?bolved in the group discussions and 1n field visits are the pr1nc1-
pal means for prov1d1ng educators with current information on career oppor- '
tunities available in the private sector. ,NAB's experience with this program
indicates that the quality of career counsellng has improved in school systems
Q@ whose personnel have been enrolled in CB 1nst1t1tutes. These improvements
enable secondary students to establish more realistic career goa s they - .
prepare for the world’of work. A fhe day institute for decision makers in
buslness industry, elementary and econdary principals, and school PBoard
¥ members will take .place on December 4, 1975. The.institute will use Illanls
Central College facilities. The jqgint sponsors will issue invitations o the'
two hundred guests: { We expect some local industry to sponsor lunch for our
guests. There will be at least five speakers representing industry, (Illinois
Office of Education, NAB and two educators. Speakers will bring participants
up-to-date in the areas of local and national trends in career education
through formal course work. They will also provide opportunities for inter-
action betweén educators and- -employers, offer formal and informal actiwvities
es1gned to allow educators and employers to exchange 1nformatlon about career
planning, up-date the paft;glpants _awareness and undertand1ng of the taqtal -
area of bareer counseling. The one day institute will be followed by a 60-
hour institute for teachers, counselors, admlnlstrators to take place between
January and June 1976. This institute is designed fo provide educators with
current information about the types of careers avallable in the local labor
market, and to prepare them to work with students in settlng career goals = |
plus on.site visits to business-industry wocational centers and providing .
steachers and counselors th%ﬁppportunlty to talk with peeple performing joks .
n a one-to-one basis. Three hours graduate credit will be earned from the ~

[ [ . . . [

60 hour institute. : . Q. .
.+ On October 15, 1975 a consor tium Job Placement Informatlon Service
became a new objecgiveé. The abstract for the program is as ‘follows

- 2

.

¢

- . ‘ ¢ & *
. 2 1S - x
r Objectives of Projeqt - 2 . . . ,
) . - I L . K ~ .
v 1. Establlsh a Consortlum Job Placement Informa ion Sérvice to all
. secondary schools- in Trl-County Area (t!’nty nlne secondary schools) .
- ’ e «
2. Providé a single l&catlon through whlch a consoptium of secondary
schools are able to learn of available work. statlons with emplgyers
: in ‘Tri-County Area. K . LT k¥4 o
3. 1Increase and/or expand Work Training experlences4for cooperatlve
» work study programs in secondaryt schools . ; .
. N . 4 . ) )
. 4. ‘Hot-line employment information~to'the appointed,counselor in each

. of the secondary.sgﬁools of the consortjum., Counselor té firm up v s
with employer the eémployment of students grade levels 1l and '12.
. ) - B . . , N - ' .
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5. Secure community support by Project Coordinator haVlng personal §_> N
contact with employers personnel and/or employment m;nagers. )

6. Establish basic cOst factors of placement services per occupational

student. . _ - % .

»

,
&b
4
,,
[ 8
.

.‘
}

S&bcedures of Implementation =
1

1. Each of the twenty*nine secondary schools ill be requested to
appoint a contact person or Proaect Coordin r to work with
concerning'’. job ;lacement. .

. ) , P Y

2. Project Coordinator and Executive Director will establish contact -
with representatives from industry-busingss, labor sector, pro-
fessions, agriculture, government bodies and civic organlzatlons {

«¥0 establish a cooperative work study employment program with as ~

many employers as possible? s -

- L $ .. .

™~ . Vi °

3. Project Codrdinator will communicate with appointee of each secondary,
school employment OpportU1ltleS for students in grade levgls eleven

» and twelve and school representatlves of each school ‘will arrange -
for student- employmentzlnterv1ews and ‘any understanding relating to
student employment. v o, 5
. . . t

4. Council will offer workshops for appointee relating to cooperative
Work Study employment utilizing knowledgeable employment and per-
sonnel resource people’'from business- 1ndustry, profe551ons,

government. i 5 ’ ? ;

. L
5. Hot-Line telephone service to Project Coordinator- f@r use; by
iappointees'in each school . o ' .

-
-

6.,°Establish a.Job Placement Informhtlon Task Force to serve as an .
.advisory counseling group to. the Project Coordlnator a the Council.
See Appendix ® for membership of Task Force. ‘ *
. T N ‘ - ~
7. Business, industrys,labor and educational leaders in the area will
:be systematlcally‘contacted to*enllst the1r support for ‘the

lestaklishment of the project.

1e same droups will be contacted to expand the number of coopéra-
ive worK training agreements in the area and tqien&ist a pool of
olunteer resources. ) .o v

. . L

* - . i ;- &‘

) ~ ; i { :
Project coordinator will work with appropriate local and state'¥% <L)
agencies to develop-a placement service eapability. .. . .
. . . ’ v '
19" PrOJect headquarters at ICC will become a sihgle pOint of contact ' Y B
: between~educatlon—labor—bu51hess in-the’ area of planning T i f

h r
11. Data’ relat1ve to the obqé‘!&ves will bé regularly collected and
dxssemlnated .. . ¥. : | -

* .’_ ’ ) vt « .-4.".91'., R
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Contribution to.Vocational .and Technical -Education . RIS L

It represents a probocative and challenging means to, broadening the . Fy
gainful employment of student#*through the impact off in ustvy-educatloo- .
laboy cooperation... Further the project will demo trate a means of achieving -
greater program results in relation to-funds inveted through a consortium .

rrangement utlllzlng experienced personnel throu .thé cBordination of
servlces ahd cooptration.of local and state ‘educa ional agencies, state . )
employment service and business, industry, profes51oﬁa1 agricultural, ’ .
Eivic organlzatlons, governmental employers ‘and the labor sectdr in the target

area. b RIS - . . |
- -@ T O . ‘
' Recently Ehe Councal af?anged r VictoX W. Schellschmldt who is a mem-
b of the corporate metrication committeg, Caterplllar Tractor Co., Peoria, .

“1llinois, to meet with a Parent Teachers Assoc1atlo oﬁ-an eléhéhtary s¢hool

to discuss wath the parents why metrication should’ D& a part of dvery school
» currlculum. This same individual has- conducted sin- servgpe workshops for

eachersvof a junlor high school w;th two - elementary schools '_ o Y 14

.
-

The nuts and bolts of a\successfuf‘lndustry Education-Labor Council
can be expressed by givihg you some of “the bo’ s and Dont' § that w1l Help

any "Council to become; successful w%th 1ts- serv1ces and progxams - .- . |
. 3 . ’ . ’ . "" - -7 . . - 7 -
For the Do's . - L. - e ST e ot e L

N " . é—" = - N

N - . - N -

Incorporate'your Council as a General'Notggor'Profit Ccrf

. . . ,\ . .
» Obtain recognfgion of exemptxon from federal 1ncome tak under-
)

‘ + ' Section 501 (c 3) of the Internal’ Revenue Code and ectlon 509 (az
of the code. - - . ¢ DT .- .
. R (S . . .
) RS - @ - oy g
B 'Incorporators should be, detlslqn—mgkers from 1hdust -business-labor
f who have a genulne 1nterest in educatlon gnd w1111ng 0 glve of thelr .
< « 8 .

P N

S tIme and resourcés. L. K
- . .0 L)

, ~ \E . “.' S T

. Bqard members should‘?epresent a’ cross SeCtl0n43f bus1 s-in ustry— . -
) education.rand the labor . sector " They should be. workln members and o . -
. . commun;ty oplnlon-makers ‘ Vocateonal center personnel, (] rrlculum,.’
- -dlrectors, industrlal tralnlng, “and development personnel parochial,

K

nschool admlhlstrators, county'superlntenaents of educatlon, bdnkers, ¢

lawyers, phys:c; s; health-group personnel, unlon buslness agelits make L

'\.? gOod board membe ,.“,.Au,JL"', Sla R o e
- . s L2 - e L .I o -0 - - . .
z - .. R .

T - *?ersonal conhacts WltR prln01palsy teachefs,,guidance counselors is .
;:C_ a ‘must. The, county superzntanﬁent of sthools cafh. he very helpful Work .
- wuth hlm and have, them make contacts ‘with educators § Also théy make’

o gOOd béard members. ,Our ﬁouncxl has three, i;;_

Y. UtLllze evory contact you have ylth decas5on—makers_rp your’commgglty o4

e

n Y
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L

date. . N

- .
Establish sound and simple communications with resource personnel and
teachers, guidance counselors and principals. . S

.. Most businesses-industries prefer to hawe-one contact Rerson for the

council t eal with and channel all reguests for resource people
through the contact person.

° . . -
Have the teacher contact the resource [person by telephone and firm
up all underst&hdlngs between thé partles.

.
[ Y [N

T

goliow up each'assignment and get feedback ‘from the teachers and the

resource person. : . ) : - ,
“ . ’ . s

Ass1gnments involving several resource people, such as (20) for one

school contact resource people by telephone day before engagement(

G

~ we

In-seryice worgshops require planning, therefore get the private

secto*peog e together with pr1nc1pal teachers and guidance counselors
g

and agfee .on 4 format . & .

Sﬁagf personnel should attend all in-service workshops

. Opé%ate as a low-Key agency. lét your serv1cesjbu11d your reputatign.
M +

' £ -
Acceptance of council's serVices by educators is a must, .otherwise
- -

you go out of business. & o .
Every experlence you have teaches you somethlng that will help improve
the serv1ces of the counc1l L. . .

Have a thirg party evaluate -your act1v1tLes at least once a .year.
It's good medicine and nges you . encanagement to cont1nue your

- activities. ; . .
. ). PR L
a Teaéhersf Guide "is’ a must: It mist be attractlve-and,contaln .

reduests. o v

valuable 1nformatlon., It serveq\as a stimulant apd™ generates service

-

Before any Do' can'Be,accomplished‘get a few greenbaéks to defray

‘ S
* a
. overhead. - -
. [ ! ES
v ‘ ! (S T L. ’ o » . . r
" L] N . ' .
Now the Dont's DY 2} L St .
.. Eﬁfect'some association or aéency"%% do yaur-planning(; co,
. . ¥ -
™ + A -
. . Seek advice from someone who has had~lrttle*or no contact w&th B
. ., . educators. - - . / . F o} S ;
. r ) . . . - . L ...'.-"r
" y t £ e
[ . . # ° :.'
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. . Make annountements”regarding services that’you,cannot completely
f - d¥liver. - S

A .
. Use amateurs to do a prgfe;slonal job especially in- serv1ce "workshops.

- 4 . Expect eyery educstor to be wild about your service”without any cost.

. . Expect everyaschodijto‘participate.

v
-

- Betome involved 1n media publlCIty untll you have proof and evidence .
of some success . y

CN L P

. Undertake an assignmentdgpu can't handle., — - 3
* 5 . ‘.
{ ' < ‘ . . .
. Argue with an educatdr who hasn't accepted career education. (Prdve -
to him it oan be done successfully through other teachers and guldanCe

a\\counselors and he will come around to your thinking at a. later date.)

-

- ". . . o .
. Spend too much tlme in the swivel chair making personal contacts. ) - 8
¥ L ! f K . -
. Expect the conceptinicéreer educatlon to sell 1tself.
& TS T 0 - “ T T -

. . Expect coordination of bus1néss-1ndustry, labor, profess1onal

governmental, agriculture and educators and your communlty leadeys,
* to fall in line and automasically accept some of the' recognized
facets of’career-edueatlon ecause it takes initiative and'eyeball

. W
" to eyeball conferences to accomp11sh career, educati o ect1ves
“‘v ' ' ’ .

.- o
. , “Expect thehgap between career needs and unrealistic Educatlonal . ¢
’ programs to correct’ igself without motivation from experienced ’
- educational teachers, instructors and professors. b
’ . 3‘. N . ™~ 2

. Expect a teacher or guldance counselor who has never worked fOr
buslness .and 1ndustry to relate to students the skills requlred for

y . ' jOb occupatlons of buSLness—lndustry. . }‘ . v o e
{ . ’ . G,,_ g- . ' ) ) ,/
" . Pass up employment of teacﬁgfs and guidanc counselors during non-~
. teachlng months. "I persoaatuy cons1der th1s item to'be an b -
. * absolute MUST if.we are sﬂncere in: what is being pubblshed and. , .
T written regardlng career-vdﬁatlonal educat;on. ) .o
. , ‘t sy il , N
'y s - ,-.., : ’ ‘
. R ) "y , . . -
¢ . . * ’
. 3 - _ » . .
L] " . . i . . -
/ . B N . £
¢ - -‘ ) * 3
o » R “ . . \’ N .. :.‘..‘__ s , . . s : . ,
° - ' o 9 N & )
» , 2o : > 4/)
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: , SUPPLEMENT #1
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- ‘. " TRl - COUNIY INDUSTRY - EDUCATION - LABOR' COUNCIL . _

, ' - P.|0. Box 2400 '
//l TERIM CAMPUSY ILLINOIS CENTRAL COLLEGE .
EAST PEQRIA, ILLINOIS' 63611 , '™

. . « = . September 1o, 1974 ,”f //fN\\\

NG

» . —~.
L Y
* The Trl-County Jndustry-Educgzlon Labor Councll here1nafter referred
to as the Council, is an educatlonal not-for-profit cprporation organized ””

under the laws of the Stat Sof TIllinois. The Council offices are located
in Wright Hall, Illinois Central College Interim Cgmpus: The Council is
working with Business’, Indugtry, Government, Professions, Agriculture and
Lagor sectors,, hereinafter ieferred to as "eommunity resod¥ces sector," and
Teachers, Gu1dancé Counselors, School Administrators, E tational Service l
Region Superintendents within the Fri-County area‘ public and non-publlc

schools. - = : >
“ . . - «
. s - —

a ‘ o e e - B e — — - -

Too often we f1nd educhtion be1ng treated as a world separate from the
community resources” Sector.\ The result \s often ev1dence of a qommunitations |,
gap and a fragmented soeciety\ In order understand each bth fully, the

s community resources sector\éf ders and educators must talk each ot?er and
share each other's resource i -
—" ' Ve ) .

\ * The m1ss10n and i;}lbn of the Council are to provide 1eadersh;¥ in
1

stimulating and coordln ng oll boratlve relatlonshlps betﬂ'lb the community
resources, sector and schools?in‘thé Trl-County rea, serve as c¢le@ringhouse
of 1nformat10n, and make arradgements for reprdsentatives fro\athe unity
resources sector to visit classrooms, discuss th students and teachers thelr
areas of 1nterest and answer the1r guesions. You may wish to. take an entire
class on a career v1s1t {field trlp) r set.up individual student carger- -
) ;nformatlon interviews with a qualified person. These services we perform «
and make the necesSary arrangementsafor you.  _, . . ot
! <\ 2 |
_— . The<Counc?®l is currently workiny, 301ntly with the ‘Peorkia Association of
) Commerce, Central Illinois Industrial, Ass001atron and the Chamhers of Commerce
in Pekin, East Peoria, Morton, Washlngton, Peoria Helghts and CHllllco he to
produce an information directory of classroom career information spe ke
career visits (field trips), and 1nd1v1dual student careeY 1nformat‘on .
interViews plus “other areas of 1nterest to you and your students. ile. the
¢ s directory ,will not be exhaustive, we feel it represents a new and valuable,
é% resource tool for you the teacher. This directory should be ready for distri-
- .bution 1p late fall. We are currently surveying the community - resources sec-
tor for the information that will be pldced .in the directory.

. . J .

- -

.

4

s

s~
-

To teachers in the Tri-County area who answered the Peorla ASsoc1at10n

of Commerce questlonnalre last May on subject matters that communlty resource
))J . : ) -
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pbrsohnel'might furnish, we are'incorpérating your suggested
into the direstory. We Mre also utilizing the fifteen Cageer Occupation
Clusters_identified by the United States Office of Educattion.

v bres;dent Ford in an gﬁaress on ,Friday, AuguugbBO 1974, told members
of Thethl% State University:graduating cliss:

Althéﬁgh this administration will not make prbafises it cannot
keep, I do want to pledge-odfe thing to ypu here and now: I will
do everything in my power to bring edugc tion® and employeksw
together in a new climate of credibililyWgan Y“tmosphere in

which universities turn scRolars out andemployers turn them on.

"2 N

‘ -

Fbrd said the Labor ‘Department soon will

announce a new program

of grants to state and
occupations a¥ailéble a

}

ocal governments "t prov1de data on
d to help channel potentlal empIloyees into

cially rewarding.'

He

.positions which are .not only personally satiéfylng but foE;;
tari

Eﬂggtsald he has asked the Secre C>
Eddcation, and Welfare to report to him

of Labor and of Health ra)
. ShA-Unew ways to bring the world of work and the 1nst1tutpons
~ of edbugation closer together.": . ) ) ,

<.
<

. '

The Council will make available to, all schools kn0wledgeable¢educators
to gonductyworkshops relating to career education pyograms and utilization
of experiehced personnel from the &ommunity resources sector.

The Eeuncil intends to bring educators, students and community resources
sector people together on the “Illinois Centra?\abilgée\fampus through : v
seminars and 1nformat10nal conferences.
Meaningful -career education must permit individuals to plan and prepare
for careers by acquiring employable or usuable skills, whether the beginning
of that career is the completién of high school, college, university or
.« post graduate work. :
A

» Community resources are volunteering their time and energy through field

trips,—individual career interviews and classroom career speakers. In so

doing they have indicated a deep comgitment to the educatlon of our young ‘ -
pe0p1e. ThlS is indeed pralseworthy and glGes credence to the growang .
dialogue hetween the Educational Community ‘and Business, Industry/ Government,

0 -

Professions, Agriculture and Labor sectors. We trust you will voluntarily
utilze fthe sexrvices of our Councili. :

. If you so desire, you may obtain yéhr community resource people
yourself or contact your locak¥ chamber of commerce for their assistance.

g » . \
R S

Until we aré able to assemble, priaf and distribute the directory,
we want you to know our Council is ready even now to make many community

- i ~ k‘ v -
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resources availafle Lo you. Make your needs known'to our ‘C,ounc'il personngl. . A
We can .maké the cessary arrangements or arrange for you to firm up your . 7
requéest directly Wigth the resource person, We ‘want you to haveé the best’ -
. .- information availa in the ,'QI‘ri-County area for your,‘st;udents. . ; -
\ TO OBTAIN COMMUNITY RESOURCES CALL TRI-COUNTY INDUSTRY-EDUCHTION- v
.~ LABOR COUNCIL 694-2123. Lt . . e -
. . ) ’ ae » , y o ' _
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L PLELEE -

Accountant/Bookkeeﬁer

Secretary r

. Legal Secreetary '

Medlcal ‘Records - Clerk -

- Stenographer

Farm Manager <y

. Agricultural Supplies & Serv1ce
Agrlcultural Mechanic

Sow -

9.
6.
J.

Sheet Metal.Workers - °
Iron Workers

Concrete & Cement Workers
Architect

13.
14.
15.
16.

17.” Professional Engineers
18. Refrigeration/Air Conditioning
Repair )

rp. Electronics Technician/
' Repairman '

20., Pharmacist -

21." *prafting o

22. Real Estate Agent .
23. Mértuary Science

24.  Physician.. }
.25. Artist/Musician #—

'26. Air fransportation

727,
28.
29.
30.x.
31.
32-
+33.
34.
*35.
36.

Aircraft Mechanic/Metal- Work
Armed Forces N .
Lawyer ' .
Food Service

Law Enforcement

Social Worker .
Teacher/Teacher s Aide T,
Journalist . N
.Athletics. & Recreation
Horticulturalist/Landscape
-Architect ' 4 ' ’

37. Banking & Finance N
8~ Nurse ’ i

/89. Medical Technician .
40. Therapilst (Physical

& Occupatioqal).’

Y

8. Heavy Equipment- Operator
9. Machinist .
10. Carpenter/cablnetmaker
11. Electr1c1an -
“12. Welder - oo

‘ CAREER AREAS >
CAREER INFORMATION DAY - T

‘ | . . October 15, 1975-

-4

[

41.
-42.
43.
-44.4
45,
4&\

47.

‘t48.

49,
50.
51..
52.
53.
54..
55.
56.
57.
58.
59.
60.
6l
62.
63.
64.

© 650

66.

p—;

. ILLINOIS CENTRAL COLLEGE
UEPARﬁMENrs L

2.
3.
4.

6.
7.
8.

Sales Person - Outside

‘Auto Bo

_Health’ Occupatlons

* . .
‘Business Occupations | ° .

l ' SUPPLEMENT #2 4

~
.
- - I

Day Care Occupations _ C.
Dietician T . :

Business.Administration .

Environmental Careers
Ccosmetolody & Barbering - °
Dentistry (Hygienist-Assistant-
Lab Technician) * . )
Data Processing : C. -
Insurance Occupations ¢,
Sanitption Workers AN
Meat Cutter
Hotel-Motel Management Occupatlons
Photographer S
Veterinarian/Animal Care

X-Ray Technologist .
Transportatlon/Truck Dr1v1ng
Graphic Arts
Advertising

Sales Clerk - Retall

“a

Dressm
Fire S

ing
ce Tech
,Repairman
Auto Mechanlc
Industrlal Apprentlceshlps/
Training Programs
qulding &'Cogstruction_
Speech & -Hearing .

' ~

,

o <
Englneerlng & Industrlal Obcupa—
tions !

Communlﬁatlons

Creatrw§Arts

i

Social Science .
Agriculture & Applied 'Life Sciences

Mathematics and S€ience
. ! -
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) CAREER INFORMATION DAY e A :
[ - - ¢
, ' X INFORMATION : / s ] ,
* How Caréer Informatioft Day Developed » ) ) // ) ! e
L . P . . s
A,qugggggnnamfeﬁgﬁrvey was sent to each d? the 29 public, non-publlc

and pr1vate schools .in the Trl—County,area November 1974. Twenty-three
high schools out of the twenty-nine 1nd}c ed an 1nterest 1n\the development
. " of a Career Information.Day. r

.
-— e M ~

Blanning Committee -

. -

All of. the planning for Cafeer Information Day has beeh done by a
. . sub-committee made up of educators who are actively. engaged in high school .
1 teachépg and/or counseling. A copy, of the committee membership list is >
included. ' l

v

v ¥,

The Purpose of Career Information Day . ' .

‘. o ] ¢ .
. To provide students the opportunity of dlscu551ng Jith knowledgeable °
resource people JOb occupations or a profession in whgch the student has
an interest. , Also to provide ‘jnformation that may help a student in selecting
2 careér and the ;eqU1red skills, education and personal traits .deemed
) essentlal for a specific carcer. . .
— h // / a ) |
’ . /, -,t[‘ . R . ) 5
How:Career Informatign Day Will Operate
f °

Yy

v /

"Students wlll enter the gymnasium (Community Service Bu&ldlng) on the - -
west side of the bu1ld1ng. (Tennis courts are locafed east of the gym.) :
Lobby area is separated from main gym area by a wall that has two entrance

. openings. Located in lobby will be information, emergency, first aid tables
and a snack dounter. Resource people will be located in the ma gym area. .
/ Each career area will be identified by a sign with'a large. lettering Lo '
fastened to a pedestal that is approximately 5 feet-above table top. Resource °
. people will’ be furnished folding chairs and will be on one side of tables . e
e 30" wide x 8' long, covered with a white cover. Students will-select which ,
career areas they wish' to contact and‘walk up to the career area table and
¥ engagé the Resource People in conversation concerning a job occupatlon or
profession in which they have an interest and wish to explore with a knowl-
edgeable person. The amount of time a resource person will be able to give to
an individual student will be governed primarily by the number of students
wa1t1ng % talk to a resource person. Resource people w111 determine the
length of time that cam be glven to each student with whom they have conversa-
- tlon. Students should recognize when othér studentd are waiting to talk
' to the' same Resource Person and_not monopollze the situation. Resource people
will be avajlable from 9:00 a.m. to 3:30 p.m,. Sohe career areas will be
manned by resource people who will only be available during the morning hours
with different resource people being available during the- afternoon hours.

-

~

cH

Q . 9

ERIC L - . N 3

Aruitoxt provided by Eic:
o .



. Unloading and Loading Buses

-
‘.

Buses are to discharge students at.‘the area located in Park#g Lot B
mar}ed on the Campus Map. Buses should ‘enter Lot B at the las entrace
nearest ,to the Tennis Courts. I.C.C. will post 51gns'for Lareetr Day Buses

to follow for unloading and boarding buses. After a bus unloaded - the bus
drlver is to.proceed to parking area reserved for Careé: ay Buses located
on, Interim Campus as ifndicated on’ Campus' Map. Board1 buses i% at the same
location as unloadrng I.C.C. Publlc Safety person will be available
to assist bus drivers. ' . )
) .-
Who Are the Resource People?
B \ . . B [V
" They are jfidividuals from the Tri-County area plds people from other
.parts of Iflinois who are well-qualified. and knowledgeable regardiry the job
occupations_or® any profession for the(67 Career Areas (hundreds of job
occupations- make up a career area). - )

‘) . ’

.
.
°

Homework for Students Prlor to gftendlng Career Informatlon Day :

Students should be 1nforﬂai~prlor to October 15 by teachers’ and” coungeloxs
hew to carry on a conversathn and obtain- the information the student wants.
relatind to a spec1f1c job‘occupatlon and/or profession. Students should be
made, aware they may conta¢t as many career areas as their time will permit.
‘They should not hesitafe to ask questrons that will give them the 1nformatlon
they personally want The is no set format or group of questions” that
can be utilized by’ ery ‘stullent to extract frqm the resource person the
information the.individual' student desires. Encourage students to contact
at least threg c/ eer- areas ‘and/or I C.C. Departments.

N
«

Studeﬁts Lould be prepared to ask guestions relating to training required
to develop sk S ﬂ%eded for a job occupatlon or profeSSlon.h If a person
starts a’ cax er “ht any entry level job to what other jobs can that person be
promoted asg hourly rate and/or salary for entry level jobs and base hourly
‘rate and/of/salarles that can be earned upon promotlon later in his career.

. OAmount of, tralnlng required and where does a student get the\necessary train-
ing wh;l 1¢ high school, community college, four year college, professional
school nddstrlal training on the jok’ technical schools and/or apprenticeship
tramu{g 3 ‘ . s

P}

“Touxs of I.C.C: Campus and Faculty

- .o — . r

o

Any student who wants' to mpke a 30 minute tour of Illinois Central”
llege Campus should go,to the lobby area of the Libraty-Administration
.'uridlng The bualdlng is locatedfon the permanent campus at I.C.C. Tours

will be available at 9:30, 10: GQ, 11: 30 a.m. and 12 +30 and 1:30 p.m.

. .
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Each school will be supplied with the necessary copies of an evaluation =

form for each student to complete. The completion of &he evaluation form may ’

be done while in the Community Service Building or whnle .returning by bus

to home base. A large brown mailinggenvelope is being furnished to mail

“evaluation forms. to Planning Committee. K

Evaluation form (Students) . ’

.
- N o

- N s

Evaluation Form (Resource. People) ' " -

To properly evaluate Career Information Day each resource person will N
be given an opportunity to‘éomplete a questlonnalre.

€
re

Rest Rqoms . . . .

Restrooms are located to your rlght as you enter the lobby area of the
Gymnasium. . .

2y 'y : .. -

Snack Countet ‘ :
. ‘. .
I.C.C. Cafeteria personnel will sell cold sandwiches and pop in the
lobby of the Gymnasium 11:30 a.m. to 1:00 p.d[ « Students, teachers and
resource people may purchase food in the I.C.C. Cafeteria located in Building
1, Main Campus, near book store area. Ask any I.C.C. student for directions
- to- the Cafeteria. - , ' . ‘ CLL

- ’
N - .
.

-

Electrical OQutlets

There are a limited number of outlets which may be used by resource
peorle whe wish to use visual aides without sound. . co

“ v

Information bamphlets, Brochuyes, etc. L ¢ :”\ ) . T

Resource people may give to students any kind of 1nformatlon pamphlets,
'brochures, etc. they wish to distribute. - ‘ '

. . . - ’ ¢
Hospitality Room ) . » ;) .
. ) .
- Room PE-02 in the Gymnasium is reserved for .use by resource persons an¢ .
teachers in charge of a group of students who are attending Career Informaﬁlon
Day. No student will be .permitted to enter this room.,ECoffeee and donut

will be avallable during the morning hours and coffee in the afternoon. ¥

- R
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Commun{@y Service Building‘%rea

t
There are 29 144 square feet of space, which will \be utlllzed for
Career Infébrmation Day. . .

. . o e N -

\

News Releases and Public Relations T . ' . t§~
. ‘ T N “ 1
News releases -and coptact with the communications media are b&ing . -
handled by Douglas E. Wells, Jr., Director School and Communlty Relatlons, .
Peoria Public Schools, District 150, . T

\ - )
- ’

The Planning COmmlttee encourages you to talk about Career Informatlon
Day t ough your school paper. .

- -

Identification Badges .

. Qf' . - .
Each' school will be supplied with sufficient number of ideatification
badges, to which each student may add his name and the name of his school.

Military Services of the United States

e

All branches of the mllltary serv1ces have been ;nv1ted through John
J. Tourlsh Jr., First Sergeant of Marlnes, who has agreed to coordinate the

participation of all branches of the military to participate 1n Career : s
Information Day. 4
. ‘_ ‘ h !
p) \C . B . ‘ . .
Illinois Central College - -, T

¢ i
Without the cooperation of I.C.C. Personnel, Career Infommation Day would
not be possible. Recognition must be given to the splendid'coopefation and .
help the Council personnel and planning committee has received from many of
the administrators, faculty members, public safety, graphlc arts, engineering
and industrial occupations to mention a few.

L3

Resource People L , ‘ .

Approx1mately 200 resource people will be part1c1pat1ng in Career Infor-
mation Day. The community .businesses, industries, agricultural, professiongl N
and labor sector people have volunteered their time and energy. ' In so doing
they have indicated a deep commitment to the education of our young people.
This is indeed praiseworthy and gives credence to the growing dialogue
between the educatignal community and business/indfst;y and labor.

. . , : : 102 - . .
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. Visual Aids ‘- S : C,
. Visué{‘;ias may.be used by resource pecple so long-as there is no audio, Lo,
The area.in which the program will take place is the large gymnasium and, the
accoustics are not sufficient to permit audio to be used with visual aids.
-7 ° < . < . « . .
. ) ) ’ . . ° . [} - . x

t. Identification Badges for Resource People ’ ) - s

* . - . .

A . .
h .

- You are entitled to wear any type of identification badge.’

» Yo >
. .
N . . . .

e

Brochures, and Literature N S0 ' '

. ' N

e

: . You may/hada.put any type of materials you feel will be penefiéial to
the students. : . iy i ) ' ' .

- - b . - . ¢
r — IS
V- . ’ . . . . . v
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¢ High Schools Participating ) . . . .
.. . R .

. . -

Twenty-nine high schools will be -sending stﬁdent! to.the‘Céreer Iﬁforma-:

tion Day. )
\ Number of Students-Expected on Career Informatiqn Day . R /N
, - : [
. e - 4
Approximately 3,000 students will attend Career Information Day. .t .
Each high school has been designated a specific témerfor thejr students to, n -
arrive at the Community Service Building. On an averige each high school -
will permit their .students to remain on I.C.C. Campus a minimum of two hours.
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P An Analysns of the Commumcatnon -
’ _Process in Industry -Education- Labor
, _ Cooperatlve Program Development/ ‘
g N A ,“ _ ‘by Claude Pl ~Duet* A
: | . . B S

Communlcatlon can be defihed as "an exchange of thoughts or ideas through
some medium'" (Morris., '1973). The development and maintenance of a system for
that exchange is obviously an essentlal element 1n the success of any industry- "'
education-l}abor cooperative program. In ordex to design such a system so
that it will be effective in facilitating communication, the members of the
cooperative -program must consider several important facto®s, some particular
to the nature of the /institutions 1nvolved and others relatlné more generally
. to the process of COAQFnlcathn.

. v

° -

. A basic descrlptlon of any‘communlcatlon can be sta%ed as” "who says
what to whom by what channel to what effect." As such the communication Qi
process includes four major process elements; these elements_can be identified
as-resource, user system, message, and medium (Havelock, 1969). 1In industry-
education- labor ‘cooperation the resource and user system are those institutions
partlclpatlng in the‘program According to the direction of’ the message,™
each orgah;zatlon may be acting in each, of these roles at various-times.
Jpessage communicated by the parties involved and its effgect upon program )
/ . development is contingent upon.several conslderatlons related to the substance
) of themessage and the nature of the ‘medium.

. -
i

»

The

. » -
As an initial consideration inﬁluencing‘the substance of the message,
- each ‘party planning to enter' into cooperative program development'must have
some accurate knowledge .of the goals and structure of the other organizations’
- and/or institutions part1c1pat1ng in the” program. More specificdlly, many
of -the, factors which prompt or hlndqx cooperation between schobls and externa®
agen01ES are related to the variant goals and to the 1nheren§_g}fferences in
> the adm1n1strat1Ve structures of the organizations. :

.
4 - -

A second concern whichi is also related to the substanqe of the d@ssage .
is -the nece%slty of each party being knowledgeaple about any 5pec1alized
vocabulary 1mportant te the operatlons of the other party. In #terms of -
1ndustry-educat10n-labor cooperatlon this concern should lead to an examina-
tion and study of any professional vocabulary indigenous to each 1nstitut10‘,,

which: -would improve efforts of communication. toe ' -

-~
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*Claude P. Duet is an ass1stant professor of educatlon at The UnLverslty
of New Orleans, Lake Front, New Orleans, Louisiana.
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J A third element 1nfluénc1ng the efféck of a message. on cooperatlve',-
program development is an,efflclent and effective medium, the presence of

which w1ll permit a distort on-free tr&nsmidsion bet%een participating “
part1es An analysis of ea of these factors is crucial td an understandlng

of the communication process in I-E-L cooperatlon As a starting point

to this understanding, ‘some review of the ﬁaj goals of each organization
would be in order. . . . . ¢ ) .

Organizational Goals géd Structure SR —

Probably the best statement of the overall .goal of an American- educational
institution is ‘optimal indfvidual development and attainment of social
competence for ali members of the society (Gbod, 1973). In order to.achievé
such a_goaf the education institution in this.country has recognized the
,need for an attempted to develop a system made up of two basig components.

The first is a general compomrent which is designed to equip an individual to -
perform undefined functions, of positive value in soc1ety, in unpredictable
situations. The second component of educatlon, often called training, is the

< process of preparing an individual to perform defined functions in a predictable
situation (Johnson, 1967). Both components contribute to more specific objec-
tives such as tRose delineated by pational commissions and commonly accepted by
socaety. For example, The ;dnqatfgnal Policies Commission (1938) stated the
1ntended outcomes of schools as. (1) self- reallzatlon, (2) human development,

(3) econ mrb,efflclency, and (4) .civic respons1blllty - F

¢

-

-

d services, obviously has as major goals the actual production of
oods and serv1ces and the maklng of a profit on the1r sale so that an

to, soFlal conterns and problems and the effects these have on' its overaLl ~
goal . Organized labor can be described as an organlzatlon ofiﬁage ea rs
form¢d for the goal of serving thelr class interests with respect to Qaags
and orklng.condltlons ‘(Morris,,1973) ., .

. .

The most conspicuous instance of parallel interests of these institutjons
magifests itself in the economic efficiency objectives .,of American schoollng
a the need of industry for trained persanne to most effectively assist in
gﬂ production and sale of gbods and.services wifh the minimum amount of "joh,
?kalnlng poss1ble, while labor must have access ;ﬁ/students who are prepared
or the development of professlonal skills. his respect, students who
re economically efficjent would be those who are vocationally competent and_
can step into the world of work or an apprenticeship training program from;
. the school. The ease with which that transitioh takes place may well be an
1ndlcator of the extent to which' the school is achLeV1ng one-of its major
objectlves Thus this commonality of intention and need provides an obvious
focus for communicating, thereby increasing the chances that an exchange of
1deas can beveffected by- " the cooperating part1es

. . ‘-" .-

' s
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c . As prev1ously mentlonedf industry has sﬁown increased interest in the
1mpact soc1al 1ssues and problems have on -its operat;ons, Labor also must | ,‘} y 4
. be concerned with tHe effects such prleems will have on its membershlp. o7

. " The school's objectives of-civic responslblllty, self—reallzatlon and human
developrlent touch on these issues. These examples’of the objectives of .
éthOling do not provide eclear-cut goals for cooperative endegvors as does the

mple of vocational development ‘but they certainly are worghy of examina- -
tion. Industry and .labor are parts -of thg public serv%d by products of the L
educatlonal lnstltutlon and therefore have a vested 1ntere5t in the develop-
ment of that product.  Each area of study_(course) in" the school progtram
contributes to the students growth. The\course content selected for
inclusion in. theé school's currlculum must be seleéted for its value in'
ach1ev1ng the intended objectives. Thus industfy and labor, much like govern- !
ment, the un1vers1ty, and others, have significant reason to part1c1pate in
the process of curriculum development, not exclusively 1n vocational areas,
but in other, areas of study like mathematlcs, history, and English whare the
dtudent ass1m11ates knowledge and develops cognitive skills which he will
_use daily at work as well as in other spheres of human act1v1ty. By influenc-
ing "the school's: efforts in areas other than those dlrectly related to voca- ..

"« tiomal development, 1ndustry and labor will, in the, long run, 1nfluence social

L problems and ¢ongerns that are d1rectly relevant to the env1ronment,1n which

they participate., . L, . SN . . ) s

. 4 . \ .

o In summary, thére are commonalities between ggals of educatlon and those
"of ldbor and industry, the primary instance of which is-the concern for voca-

" tional development. _Other gommon areas of concern exist but do not offer the '
sPrimary motivating force for cooperatlon which vocational concérns do. These

' other areas repreSent an untapped potential for futuye communications regard-
1ng cooperatlve efforts. For example, select1ng and. structurigg course con- -
_tent have recelved minimal attention in the cooperat1ve program development )
process. Generally, research on hlgh school cooperative programs ih the -
state of Louisiana by Duet and “Newfield (1975) and an examination of case . S
studies of" cooperatlve programs (Burt, 1970; Mendez, 1974) substantiate the ) .
fact that for the most part curriculum development, except for ‘'vocational .
courses, has been, the exclusive domai of . the educational and academic pro- -
fesgions with little direct involvemeht of the publlc or prlvate enterprise

o sector. ‘ . ’ T

. . ’
4
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In addition to examining organizational goals, an analy51s—of the
communlcatlon process must consider the basic-structures of the organlzaﬂions .
engaged in’ cooperative program development There are cruc1al differences )
A in the structure of an'industry or labor organization and that of the public
school. The school hds been referred to as a "domesticate : orgénlzatlon,4
; one with a guaranteed existence and m1n1mal competition for clients, thereby
Yeducing survival struggles almost to nil (Carlson, 1965) Oh the other 'hand, -
- industry and labor organizations must cont1nuqlly struggle for their very
' * exis'tence. Such drganizations are referred to as "wild" organizatiops and
the support of the clients upon which their very survival is based depends
upon the quality of their products.> Tke quallty of the, school's prbduct is
of such an undetermined nature in terms of the school's perﬁprmance that the
school is most ,often not concerned with the marketab111ty of that product. <

N e r
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The scho%l's,survivél is not dependent in the short rud on its output;

hence,' the "schapl is much slower tha&n industry or labor in re¢sponding to
chang1ng needs of the environment external to  the 1nst1tﬁt;on (Hansen and
Oritz, 1975). while industry's very exi'stence may depend upon the effective-
ness of "its management 1nformatlon system, such a system has only a token
existence in d school system. Communlcatlon, particularly from an external
sourcé, is difficult. to achieve should the external agent have’ expectatlons
of encounterlng a managemént 1nformatlon system which parallels that of
1ndustry Industry must respond quickly ‘to changes which affect the producti
or selllng of ‘products or serV1ces ' Industry also has to be more concérned
With the whoIe concept of accountab111ty and the relatlonshlp of input and
dutput. Declslons made by 1ndustr1al cohcerns must be supported by . ev1dence

and 1nternal communications are an expected factor.
\ -

[4

.

'

‘Labor ' is another organlzatlon whlch must prOV1de well tralned personnel
to the industrjal and services sectors,of society.
is 1nherently different from those of industry and education .in that it is
-primarily a democratlc organization, most answerable to the membershlp as. a
whole. 'Therefore decision making tends to take more time~as full participa-
tion is de51red In any instance of cooperatlve effort ifany of the partie
doés. not recognize the. expectations that' result from the dlfferlng modes of

organizational structures, the\communicat' process is g01ng.to be" stralned
! ¢ . &

s
-~
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Another e?ement whlch must be considered in developing communications i
the existence of any speclallzed vocabulary necessary to effectively commun1
cate with members of the cooperating organlzatlons ¢Education, much like' .
other social sc1ences, has -a somewhat spec1allzed vocabulary Often seen by
people external ‘o education as a manufactured system designed to befuddle
these who aré not members, this vocabulary does serve useful purposes.in the
preduction and’dlssemlnatlonxg§\§n:wledge—abgut the various dlSClpllneS with

Its organization however,

the field of' education, and in cIa

fyingythe various roles of those who work

S

1on

v

- pray ® t
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in

in the school systems. The ‘'vocabulary of
_and structurés fhe problems in-the field.

ucation defines the discipline
refore in any eooperative en-

deavor if one party, wants to have a spe01allz d influence or gffect it is
necgssary to understand very specific language of the system to be affected.
For' example, 3f 1ndustry or labbr has no definitive goals insterms of intended ¥
students' behaviors in mind, cooperation shoulds be dirécted to suppor tive
assistance 1n the areas of 1n5tructlonal supplies, financial support for extra-
clirricula act1v1t1es, etc. However, should the motivations of industry or

labor in 1n1t1at1ng or worklng in a cooperative, arrangement 'be related to
affecting particular learn1ng outcomes, then curriculum development should be

the focus of attention. " A specific instande is the desire of labdx ‘to have
contentcon labbr, pnlons, the trade union movement and ecanomic educdtion incor-
porated im the social science curriculum of the schoolé*(Mendez, 1975)°. The
point of departure for inclusiop of such content is the examfnatlon of the
present social science curriculum and appropriate revision.in a*cooperatlve
endegvor.- Arédas other than currlculum and instruction which would be. amendable
,to specialized cooperation would 1nclude admlnlsﬁratton and management ‘of
schools ang. the guidance programs.

.

’
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‘The Communication Medium in Coopérative Prodgrams C. ‘ ) TN .
ot > . o | - N
! Theg last communlcatlon pracess element to be consldered in develop1ng o '
B lnd&stry-educatlon—labonAcooperatlon is the medium ,through which thoughts or . .
- . ideas are exchanged -~ This mgdium is pefhaps the most cruc1al element in the C
effectbng of exchanges whrch will in fact lead to cooperatlon. ‘Educators,,
as ‘extensive research has demonstrated, depend pr1mar11y on interpersonal_
.+ modes of communication. clt could be expected that representativés of business, + .
'1ndustry,'and labor, who are members‘bf a pract1cal profes51dn, alyo depend
/ upon 1nterpersonal modes of communication. For these.reasons the most effec-
“tive medium for communlcatlonvln cooperatlve program development would 1nvolve'
face-to-fade commmnloatlon a4 [ . .
. J. . : . <. . . ~
.o There *are several alternatlves in the seléction of the 'mddium for
cooperative programs. One choice might be an industry or labor persopn ‘who N *\\
- has demongtrated an interest in ed tion and who is committed to the: 1mprove—
mant of the, schbol system through p eq'hlp programs. Arndther mightsbe a .. (
school person who has a 'Vocational _O% some bus1nes5xbackground and who is N
\ also interested in partnership arrangement for improving educatlon.\ The most .
obvious weakness of both of these choices is' the fact that.institutional
" loyalities do nof vanish igp a cooperative program ‘(Grupe, 1971). ﬁherefore
the interests of ‘the medium could be continually under the suspicions of the s
1nst1tutlog,of which the medium is not a: member, serlously ‘hampering his -
. effectiveness.’ ' ' .
, ” > . N . .
‘. A th1rd alternative is the selection or development of an external,
- mgdlum to handle}the communlcatlng “\This external medium’ .could be a person . q
far removed “From the actual institutions cooperating. For example, much of
the success in initiating the Distributive Education (DE) programs in*Louisiana
can be attributed to the actions'aof state department of education OfflClalS
who arg not members of the cooperatlng-sqhool systems and whose loyalty is . .
to the program.. They sell’ the program and assist- ‘the cooperatlng bodies in .
establlshlng local councils to oversee the program: Thus this external agent : >
.serves as an effectlve medium in stimulating cooperative program.development . . v\
Mendgz, (1975) has encouraged and directed actions to appoint coerdinators
. at regional, state, and local levels to perfqrm just this k2 of service.

- -
>

- -

.
.

~

~
’

Another optlon for medlum is the council or commlttee made up o repre-
‘sentatives from the cooperating part1es Burt (1967) h&s well documented
the usefulness and organization of sugh councils for vocational cooperat1ve .
programs. The Action Foundation concept suppor ted by ‘the Chambers gf
Commerce is another var1at1bn on thi's Idea (Mehdez, 1974) L. b' s .

: . In addition to tﬁe previousfy‘mentloned factors'affectinghcooperatiye . 3 j
’ program communication, the actual'Operation of the medium could be structured
' and analgzed uSlng the unifying themes which Havelock (1969) dlscovered in the \ —
literature dea11ng ‘with information dissemlnatlon Spec1f1cally the medium's” -
operations can he organized and .evaluated’ in terms of (1) linkage (actual '
*  interaction), (2) structure idegree of organlzatlon and coordinationy, .

(3) openness (utilizes fléxible dtrategies)’ (4) capac1ty (capability to
. » . - . "
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" marshall and use diverse resources), (5) reward (can convey feédbéck and

. order.

Aruitoxt provided by Eic:

JSfnumber and diversity, continuity and per51stence 1n_;ransm1551on)

relnforcement), (6) proximity (nearness in ‘time and plage), and (7} synergy

N . G, .

A3simjlating all of the knowledge we now Have on the roles and varied
types of mediums, the ideal medium for cooperative programs would be one ,
whioh involves human interaction and is thoroughly knowledgeable abotit the
goals and structures of 1ndustry, educatlon' and labor. That medium should
have control over vocabularies employed by all three institutions and $hould
have maximum opportunity for interaction with them and demonstrated ability
to draw upon different modes of nteract1ng If the medium'is an individual,
his position should be an assig d job with a specific job description anq,
supportive.staff, atsthe.same time allowed to operate as a free agent not
under d1rect eontrol of participating organlzatlons. There must be some
guarantee that the job will cont1nue. He shouLd.have access to numerous
contacts in various 1nst1tut10ns,\1nclhding resource 'institutions 1i the
university, government, and préofessional Organlzatlons. He must be in a
réspected position in that he can give consistent meaningful rewards to the
participants and he nmiust be easily accessible tq the 1nvolved parties in

térms of t1me and space. . . . »
N ' ! . : e, .
L, . C T
Further Recommendations ° - ’
. 2
In the process of developing an I-E-L'cooperative program specific |,

attention should be given to the communication component~ In addition to all
of the prev1ous considerations mentioned concern1ng the nature' and organlza—
tion of the system of commuriication., the’ follow1ng recommeéndations seem in

>

i Because of .the considerations related to, the possibility of -co- opt1ng

participants and the advantages of having a third party mediator,
members of profes ional assocratlons should consider instructing

. ' their leadersh1p to assume an' act1ve role’in the cbmmunication process .
of cooperat1ve program development FEstabllshlng a v151ble component
within tbese associations and staffrng this component with personnel
knowledgeable about the goals, structuré ard voCabulary of industry;

education, and labor would provide valuable a551stance to presently
. 4exlst1ng structures such as the Jcouncils and other medlums.

.
B

. 2. There is a real need for the development of“tdols for the examination

of cooperative progtams. While obviously there are many instances
« of cooperation, there is no framework for describing dand comparing
these examples. A classification system of cooperative programs is
needed sch a system world .not only provide information relative
to the extent of existing cooperation but” could’also sﬁggest or

L stimulate.other levels of cooperatlon. o .
s L7 - i . . .
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" A Program for Improvmg : o
NN the Q.uallty of Working Life ,

by Nlcholas Bizony¥ - - . . —_

. . 2
- “
.

~ It has been occuring to me all day that this is the,flrst time T "have |
‘been in Ohaha in ten years; ten years ago when ?ihas here it was the first ' ‘ -
. time I had ever been in Omaha, and that 'was an extremely brief visit. It .
was 1966 and it was about 3 a.m.; I was in the\ back of a pickup truck,’
asleep, gracing through the streets. YqQu can well imagine that I am gettidg
a little more exposure to the place now than on that particular occasion.
+ ' We had started out, a friend and I, to come and work in Iowa doing some farming
for the- surmer; we had to be in Iowa on a deadline date but we decided to”
go by way of the Grand Canyon. We were traveling in a pidup truck and he'd
*arive and 144 sleep in the ba¥k under a pile of sleeping bags and then I'd .
drive for a while and he'd sleep. We got down in the bottom of the Grand
Céanyon and somebody (I forget whether it was he or I, that's the sort of L 4
trip it was) said, "my God, man, we gottd be in Des Moines in a ‘day and a
half and here we are in Flagstaff" so we came running  ip out of the Grand
Canyon as fast as we could aqa hopped into the pickup truck and I think we
- ° . made it from Flagstafﬁ‘to,pg; Moines in 18 or 19 hours which may be a record.
We fortunately didn't get to check with the highway patrol on whether it was .
or not. It was in the course of that rapid portion of the trip that I came
through Omaha at 3 a.m. under a pile of blankets. Cominq/in last night on
United Airlines and cabbing to the Omaha Hilton to spend my night ih a roomt N
on the 11th floor and then“talk w1th'!'§roup of educators provides a little »
different perspective than I had the last time I was here. Its kind oOf
comforting to be in Omaha, si\sting in the heartland, you get a real-feeling
of security being in the midd}4 of ‘all that food. -

>

I have noticed that to talk to» a group of people after dinnexr and
partlcularly talking to a group that has been engaging in a hospitality hour .
‘or whatever the current auphemism is, for standing around and drinking for .
a wh11e, talking ito a group like that tends to be a totally different proposi-
tion from talking to the ,same .group at 9:30 in the morning. As wé say in. the
+  field, "task orientation" tends to be con51derably diminished. That's not
" a bad thlng, by the way; I think that all bf us spend 00 much time during

.
it ' .

. * N P . 2
- ] -

, Nicholas Bizony is Associate D1rector of "The Natlonal Quallty of Work
Center, Washington, D.C. - - . J
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most o!Pour days in situations that are so task- focused that we fail to take
in a lof of the thlngs that are g01ng on around us that we shouldn't miss.

So I'm not at all adverse to a group who sits here and does$n't partlcularly
want to learn anything from what I have to-say. Coupled with'my inside .
. knowledge that there is nothing in what I'm going to say”that you have to
' learn from, that makes a nice combination. What'that all boils down to- 1§‘
P if you don't take notes you aren't going to miss any major bibliographic ’
references. .
But given the assumptlon that noné of us here are into puttlng out ' .
or absorbing heavy content at ,this p01nt, what I would like to do 'is’ to
77 tell you'a story and see if maybe at the end of it we could just sneak in a . "
. - reference or two to educatignal and vocational tie—ins. 4
., - A g \

I want to tell you about how my organlzatlon got where it got and . N
where it cdme from.* And to do that I have to introduce someone to you who
isn't here tonight. He was almost here and he wanted to be here and if he

. had bFen here he would have told you the story that I'm going to tell you. .
That fellow's name is Ted Mills and he is the man that I work with 'and .the L
person who created the Center that I am now a partéf. He, unfortunately,
had an unaﬁofﬁable conflict and he asked me to tell you he was sorry about

—e=that and also asked me £ill in. I%don't know whether. any of you have
been exposed to the wisd®m of Ted Mills, wherever and however it may have,
been delivered, but if you have, you know that it's no easy task to be a'
substltute* ) . . - " \ ¢ .

N X , »

The reason I mentiored Ted, *asidé from the fact that he would have been
here tonight, is that the story that I would like to share with ou is one

: "' that involves him pretty extensively. . o

- .
’

e get into that I have to take you back to 1970, to the gouth of France,
whith ™ s not a bad place tq go right now; if you're g01ng to gp somewhere you
might as wells go to the south of Franck. In the south of France, in 1970,
about 20 miles outside of Nice, we f1nd Ted Mills, age 55, married for: some
years to a French woman, having ret1red from the communicatiohs 1ndustry He -
had decidéd ‘that the south of France might be a quieter place than New' York,
and that one ‘coyld do things like remodel‘a farm house and maybe write a book
or gr W some grapes. The kinds of things that were\very to;ﬁh to do in

: midtown Manhattan. In fdct, v1rtua11y°nobody in midtown Maphattan does those

kinds of things. ) ' . . frme -

y Thege is Ted Mills in the midst of tMis quiet and /§ol :
of France and he gets a phone call .from Washington. he man on thgaline'wae
a friend of his whom he had known for some years, a fellow,by the me of
Jack Grayson. Some of you may remember him by his more o f1c1al tltle,

C. JackSon Grayson, III. K Helis now the Dean of the Bu51ness School' at
Southern Methodlst Un1ver$h ‘reason that Grayson was calllnq Ted in, .
France was tossay that Graysgn had just been made Chalrman of _the Prlce N

’ - <

Commission and he could definitely use, some help . f

¥ ‘ )

-,
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The Price Commission in the dark days of 1970 and 1971 was de51gned to
control pr1ce§,1n hat post-recession-newly-inflationagry period that was - .
then believed to be the wo
Apparently Grayson had been led and asked "How would you like ¥o be \

¢

long standing andfbery deep interes 'n the economy said he would take.it,
hoping he could do §omething with.it. iw there hadn't been a Price e
CommisSion since World War II, and you can well appreciate that in Grayson's
mind (and, he was hoping, in the minds 6f most of us). that this was not

World War II. I mean, frankly, conditions were not as dire and as economically
perilous as they had been in World War II, and the kinds of'problems and the . ,
kind$ of remedies that might be appropriate were not at a1l those of World

War II. But there was absolutely no history of an organizltion’'that was
designed to coOntrol pricesaunless you went back 30 years. And there was
virtually nopody left or at least nobody that the goy¥ernment chose to listen

to left from the days of the Office of Price Administration in the 40's.
That“s why the phone call came into France; Grayson was saying to Ted "why
don't you leave your qulet 39c1u51on there in France and come back ‘for just ’
maybe€ three or four months,.no more than six months, on a consultant basis

and help me get this thing off the ground’" Well, Ted felt that was reasonable
as 1ong as it was interim and temporary, and besides it would ke exciting

to be in that kind of thing and maybe there was really a mandate to do some-
things, so he came back Qn a temporary basis in 1970 and he has fbeen here

' ever since. . .

P

.'l
i

N ’ - .

What happened when he got here was that he found a group of people who
. - ~were told to put together what would functlon as a 1id on an economy that
originally was not meant to have a 1id. What is the purpose of the Price
Commission? We are supposed to have an economy here thateis self-regulating,
neat supply and demand <urves intersecting, and all those thihgs you remember
from business admlnlstrat}on and economics. You don't have to have artificial
entities to control prices that the great,inv151b1e hand is supposed to be’ .
controlling for us. Enlightened self-interest is supposed to be the thing
that works. So what.is this en*y‘,;why are we finding ourselves involved
in something that doesn t seem to fit with all the thlngs we all learned about
in.history Books :

-« .
Grayson and others had for a long time thought that productivity was the
answer to a lot of our economic problems. In the economists' senseT pro-
Qductivity is units of .output over units of input; the units of output are- the
. ' automobiles or brooms ¢r services that you -produce, and the units of .input
are the capital assets or the labor, the human beings, that‘are involved in ..
the endeavor. . Well productivity, measured that way, had for abou¥ 10 years
been declining in the United States and a lot of people, at least a lot of
" péople in the economic world, had been quite concerned about this trend.
Lots of theories had begun to generate about why it was happenlng
Agaln, it was. a 51tuatlon of pébple being. faced with something, that: was
contrary to the American dream. For generatijons we had beenbgngmost pro-

ductive, the richest, the most powerful nation on earth and he we are looking
at a declining rate of productivity that went back at least years and put

.' ERSC 3 o : ] . L
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this country on a productivity index somewhere around l7th\g$>l8th in the list
.of industrial nations. That is a shocking thing for a lot of Americans to
think about, particularly.the Americans that are invelved with business and
who would be most sensitive to the activities of a Prlce Commission. OK;

*if you buy the premise that if we could increase the ratio of units- -of- .
output-per-uanits-of-input we could get the goods and services that we all
consume cheaper, then we've got a basic weapon against inflation. Now, if

you go with that, then you ask the next question: what is standing‘in the

way of achieving increased productivity? Now this 1s where the programs
\that I want to tell you about got started. .

5

One of the things Mills and Grayson fastened on was the tone' and tenor
of the labor-management relationship in the U.S. Labor and management dealt
. With each other across the collective bargalnlng table. When you deal across
the collective. bargalnlng table the thing you are interested in is "how big
.a piece of the pie do I get?" The pie is only so*big; we all know when we
sit down that we want thé biggest piece we can get and that Mmeans that the
other party gets the smallest pilece that we can conceivably wheel and deal
him into taking. There is certainly ewvery justlflcatlon, histori¢ally and
sociologically and every other way, for the adversary labor-management *
relatlonshlp in the area of the dqgllar. The dollar has been the thing -that
everybody clings to the tightest, and if you are a worker there is no way
other than organizing and achieving a strength in numbers position that you
‘are going to wage an effective fight over the dollar. So please don't reag
this as an indictment of the collective bargaining system in the areas that
the collective bargaining system ought to deal with. The problem was that
labor and management had gotten locked into this system and it was the only
way they evely talked to each other. No matter what the issue was. Yeu could
be dlSCUSSan/the color of toilet paper in the men's room and it had to be
dealt with at the collectivé bargaining table. It appeared there wa&ban '
unremitting atmosphere of adversary, hostile, I-win-you-lose kind of inter-
action. : >

|

Now the premise that Grayson and Mills developed out of that was that if i
you could somehow defusé that, de-escalate it, get,lnto something that was

not quite win-lose but maybe something that worked in a different way, you |,
could then address yourself to all sorts of issues that centered around work,
work in America or workin the world, and how that work 1s done and in what
kinds of organizations that work is done. If you could, in a cooperative

way, address issues that centéred on the yay people work and what it is they

.- are doing at work it was possible that some kinds of mutually beneficial
results would.come about. That's a win-win situation as opposed to a win-lose,
situation. I ask you to remember ¢hat in 1970 when this was being discussed
in terms of the economy and in thé context of what tould be done about
inflation, if was pretty revolutlonary. At that point the only people that
had talked abQut win-win as opposed to win-lose were psychologists, group
therapists, people who had dealt with human beings, but v1rtually nobody who
»had dealt with 1nst1tutlons

If you are with me so far then you've heard an argument fg; a cooperative
relationship. .Let me make it a little more-specific. <The suggestion was

+
‘
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to get labor and, management to do somethipg together. This poses a real

. problem. You've got fundamentally/dlff ent institutigns. As Claude

1 4

A

Duet said this morning, when you have fundamentally different institutionss
you've got to find some goals “that those institutions can share before they
&re going to do anything together. There is-nQ reason for them-to do anythlng
if they don't-think that they've got some motlsatlon, some 1ncent1ve that
relates to who they are and what they are.

Productivity had been the focus of the discussion up to this point. .
It now began to sh1ft. Productivity is a notoriously management word. W1th
very good reason, datlng back at least to Frederick Taylor in the 1890' s and
early 1900's and probably dat1ng all the way back to the beginnings of the
industrial reyolution, productivity had been seen by labor as management’'s
term for all sorts of things that meant noth1ng but bad news for the workers.
It-typioally meant speed-up, that means doing more work with no more pay.
It means layoff; doing ‘the same amount of work Qr more work with fewer people.
"It means automation which m1ght in turn.mean both speed up -and layoff.
It appeared that there wasn't going to be .any way to talk about productivity

’in a positive, meaningful sense tq, labor; "if the goal was to get laborgand

(Y

¥

/

“
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produced-per-units-of-input. That is a y limited kind of thing. - I think

management to do something together, there *had to be another way of approachlng
the problem . . . . .

By /N

«
w

At this point, it was discovered that there had for some time been
scattered efforts in various activities that, have since become collect1vely
known as "the quality of wurk life." Improv1ng quality of working life really
means making the work itself and the place in which the work is done work for
everybody in it, and when I say everybody I inclyde both workers and manage-
ment. If you ‘can really fundamentally get at-tMe quality of working life,
if you can really fundamentally make some changes’ that stem from the expertise
of the people in the work place, the people ,who' do the work then, so the
hypothe51s ran, you would get two things: you would get both a mQre effec-
tive, organlzatlon on the one han and you would get an improved quallty of
work1ng life on the other. An 1i§§ove quality of life at work for the people
who work in the organization. And that's all the way up and down the line.
That's a win-win situation. The mission then, was to somehow implement
demonstratloné of the fact that this 1€ indeed an effort from which both sides
beneflt. ) o /

- . ,

I mentioned thagt what we had started out w1th was productivity in the
economists 2énse, product1v1ty in -the economists sense is units-of-output- .,
you may begih to get some feeling that focus on productivity in itself ‘
as the ba51c weapon against 1nflat10n had by now become only one aspect of a
program that was rapidly broadening in scope. W1th all\this thinking that I
* have laborlously.run down for you here as background Ted Mills formed what
he called the Quallty of Work Program in, the Price Commission. What the Pro-
gram s designed to, do was to find ways to get -labor and management’ together
in ;Bzilflc workplaces,, specific identified sites throughout the country,
to focus on the work and the envir8nment in' which the work takes place, and
toujointly, cooperatively, make some badly reeded changes.
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At this point a fellow from the University“of Michigan arrived on the
scene. Therxe is an .organization at the University of Michigan known as the
Instltute for Social Research which hgd for 20-odd years been involved, in one
way or another, in looking at behavior in organizations‘*and the behaviqr of _
organizations, and how the two things contrlbute‘one to the other. That
gentleman said, "I am in total sympathy with what appears to be an effort to
create a hew way of working, but I think that if you don't measure it, you're
going to be whistling in the dark because what you will do is create some

. experiments in isgldted places around the country that will be perhaps of

great benefit to the local participants, but nobody will ever remember -
how it was athjeved and it w1ll all fade into the dust in a couple of- years.
If, on the other hand, we measure it, iff we find some way. to take a rellable R g
and creditable and impartial measurement of what happens, then we have a good
chance of letting people know what the results of working cooperatively as |
opposed to adversarily can be." ) ’
[ ‘
Now,'the Price Commlsslpn was then still in existence, Jack Grayson

still had enough power anqd influence there to devote some funding to experi- .
mental projects and to the beginning of research on ways to evaluate these ‘Y
experiments., Now we comé to about late 1972 and we suddenly find Jack Grayson
spirited out of town in the dark of night: If you remember 1972 lots of .
things were going on in the dark of night, especially in Washington. .ﬂhat
really happened, I think, was that Grayson was in fact putting controls en
prices and that turned out to be not polltlcaliy palatable and the result was
his rapid and llttle—publlc1zed departure 'at about the same time the Price .
Commission itself was pretty well emasculated;-it dccurred to me that that' ~
is probably a chauvenist term and I don't dare say that kind of thlng in
this group so I'1l say 1nstead that the Price Commlss1on was de- escalated.
You remember now that thése were the days of Phase I, which was followed close
on its heels by Phase 1I, and then there was the memorable Phase II= =1/2 and
I think that we even got to Phase II-3/4; they were cuttlng up phases into .
segments_that nobody ever knew existed before. Insany event, as part of )
that proE%s the Price Commission lost its mandate to do what it was set\up
to do. So E;ere sits thé Quality of Work Program with no place to go, "\\
potentially no supporters, and no way to continue to exist as a government ,
program. Ted did manage to find a°way to hopscotch it around for another
year-and-a-half; it went ‘to the Cost of Living Council which was in some -
sense the suecessor to the Price Commission and it went from the Cost of Living
Council to the National Commission on Productivity. “

- . a . s N . :
i During that period of hopscotching from agency to agency to maintain an
umbrella to keep himself and the program alive, Mills managed to start and
fund a couple of demonstration projects, one of which was in a company
called Harmin International which I will get back to momentarily because

" that is one of the places where some things happened that tie directly fnto

“what your concerns are here,

.It became apparent at about this time (early 1973) that this was not a
good time torbe a gévernment program, particularly if you were walking in
and trying to tell bu§inessmen and labor leaders that they ought to do some-
thing cooperatlvely whbch was totally unheard of in the world anyway. What you

*




were talking about was so strange generally to the people that you were trying
to reach that the last thing they needed was to see someone come in with a
government sweatshirt on talking about labor-management cooperation. “"you
must be talklng about socialigm, why the next step is nationalization of all
of 1ngustry So it became very hard £b communicate with people.

\ . .

As a nesult Ted started looking around for ways to keep the Program alive
in the private sectot and he found that there was in fact Ford Foundation
support and support by way of a grant from the Department.of Commerce. We

now have the National Quality’of Work Center operating in the private sectox.

‘
~

-What we do 'is to go around covering as broad a range of workplaces as
we can, and convince labor, if we can, and management, if we can, that they
ought to do something cooperatively. The way to do that is to form a gommittee
in a particular location in the organization in which people can do things
cooperatively and in which you've d8t roughly equal representation.ffom
labor and management. The'mandate is, to take a look at the workplace and
what goes on there, who it's done by and why. I must point out here that
”y&u ‘have got to be very “careful not to step on colléctive bargaining toes,
That's a whole story in itself and it's at least an-evening's worth of ‘talk E
. which I won't get into hexe except td say that you Have got to stay aw
from the va¥ious collectise bargaining sensjbilities that .exist in paf%gcular
situations. Even aside from the issues within normal collective'baxgaining
4S¢ope, however, we have a whole host of things that can -be looked at in the
wo place and perhaps productlvely addressed by ¥4stening to the’ people who
do e work,.

-

- I
°

. L2
The Center operates only_in'unionizéd work places; the reason for this

is' that a lot of what people sometimes mistake for the kind of actjvity that *
I am describing to you has been,done under names like job enrlchment job
enlargement/ open systems, participative management, you name it, the"list’
goes QQJat’least as* lOng as your arm. But a lot of those activities had been
under taken by managements in places where there were no junions and in places
where unions were attemptldgzto get themselves certlfled as representatives
of the workforce, and undertaken specifically for the purpose of keeplng a

LT union out. Our assumption was, then, that if we 1nvar1ably do what we do

in organized work places where the union is an equal partner it should be,

I think, fairly self-evident that we are not shills for management in any

way. o . ' )

’ )

.
5

. We are called by'Tots of names. We are called third-party, we are called
. facilitators, we are called 1nterventlon1ﬁts we are called consultants,
we are called any variety of things. The key point, I think, is the thlnﬂ -
arty function. It appears that labor and management generally will rot get‘
k%‘gether and do these kinds of, things on their own. . ngebody has to come in
and it looks llke in the labor/management 51tuat10n, pretty genexally, it's
got to be’ somebody from outside elther lapor or management. ’ N
. ¢ ‘ 4
"I imagine most of you have worKed with committees or against committees ~ *
or arcund committees and you know that you don't just put a bunch of people . .
N B

e
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togetHer in a room and say, "all right, here's yolr task *go to it." A group ’ |
does not function as a tedm without some kind of help, without some process '
that Aallows it to’ get td" team function. Part1cul y’groups in situations: .
‘like the ones we are dealing¢wi in which people e hitherto seen each other

as enemies. You cannot put a c%ttee together comprged of people repre-
sentative of those kinds of groups Tand expecffthem to it down aﬁd tomorrow

be produclng lovely decisions about how to change the world of work'. So,

having convinced labor and management to create”a jolnt'commlttee, we provide

them with a person or persons who can facilitate grup development, team '
building. .

A ]

N

-

i -

- You probably knoé as well as I do if not better, that people who do these
kinds of things come out of all sorts of areas these days. They come put -
y of academia, they come out of management consult1ng firms, they comé out of
. the field of education, public’ administrdtion, the OD network they come from
all over the place. The only commonality that the people in our program have'
is, that in no case do they come in with solutiqns to®tlie problems of the
partieular workplace, be it a hospital or™a coal mine. They come .in to help
the people in the specific organization to develop themselves .as a resoure to
decide what their problems are and what the solutlons are. It is a process ¢
<. fuhction. . . - . M

R v . < . & = .
Now if we have done our job right at this gRint ;there is a Quality of —

Work committee composed roughly equally of labor and mapagement people in a

pattlcular workplace; a plant, an insurance company, a state agency, with the - .

mandate to look at pretty much whatever they wantrto look’ at an\\ghange what- )

ever they, as a group, beljeve ought to be changed in that workplace/‘ . ' |

order that they can do what they do better and happier and more completely.

The point is, it is the group that decides on its own changes’.

s

. .
" There is sanction from the top because the way we‘establlsh the program

is to move in fnom the top of an organlzatlon and make sure that all of the
people who can potentially say "no" have said "yes." We then\create an’ experi-
ment somewhere in that structure So now there is Banction at theé -top "and,

hopefully, movement at the 1evel .where the work itself is done.
. a ~

While all this is going on the Unitersity of Michigan is measuring what's .
happening. They are taking a look at several basic égeas, I am . guessing
. that given the occupational backgrounds ef most of you, there is an interest .,
in measurement research, so I’ will bniefly describe it for you Mg,lgan
looks at the economic effects of workiny-in a cooperative' manner. at's
the kind of thing that management tends, to look at anyway. Its profit and
loss ,statement, balance sheet, quantity of "output, sales, cost ,of productlon, -
. marketlng figures, thgse kinds of things. Management generally fends to -
. get those kinds of measurements, anyway, although you would beiamazed at how - .
v badly"b\p y get them sometimes.{ Another major area ‘looked at is attitudinal.
What's happning to the attitudes of .the peop¥e in the enterpr1se and again
whenever I say people I mean management, workers, staff, llne--evgrybody. .
. What happens to the attitudes of the people abofft that place where they work
and the work they do. That's the kind of thing that manageﬁent;typlcally
doesn’'t get and I think a lot-of you are probably concerned with raising
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that sert of consCiousness in management and probably in labor quarters-
Another major area is labor relations. §pechf1cally what happens to the way
that management and.labor interact with each»other as a result of a“eoopera~-
tive way of maklng.change. and f1nally, we look at the technolbgy; the
techmology doesn't just mean fancy machines,’ ‘it means whatever the technical -
system is for producing the output ‘of the organlzatlon and generally whether
we are talking abOut an insurance company, or a coal mine, there is a tech-
‘nology. *Technology can be heav1ly—people-b1ased heav1ly machlne—baased
anythlng in between. ot - . .

.

. e R ' ) ', \ -, t

The loné-range objectlve of all this 1s over a 5- to—7 year "cycle e
(hopefully a cycle which will_see many projects in many kinds of wprkplaces)
créating and observing actual change in many places and desiring learning
about what happens in an organization or w at different kinds of things
happen in different organizations a% & resllt of operating in a participative
mode. The hypothesis is, as I have said (and now the experience begins to .
back it) that you get two things: improved quality of working life for every-
body and increased ot”anlzatlonal effectiveness. I say that consc1ously,
avoiding the term productivity, a term ‘that has too many connotations that

cloud th% issue. ¢ - Lo N
¢ _In the 18 months or so that we«haVe been in the private sector have
“established .pilot projects or demonstration rOJects in a New York p1tal

an agency in. a state government on the West foast, a coal m1ne, a major food

* manufacturer, a wood and paper" company, andg the Harman Internat10na1 Auto

“Parts plant that I mentioned. rI want to get to that spec1f1cally for a
. = a - - -

minute. e - L e ,
- -~ . . .

N ¢
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This is an auto parts plant of about'l 000 people in Tennessee in a twon
about‘60 miles or so from‘Memphls. A town called Bolivar. Its named after
Simon Bolivar and why-its 51tt1ng there 60 miles from Memphls and why its
called Bollvar and why its named after Simon® Bolivar I have no 1dea, but

there 1§g1s. The auto parts plant’'is the major employer in the town. It's\ - .
n

‘a farmi community in which, for most of the people, this is the first .
generdtion off the farm and in a plant situation. The industri&l revolution
has just began ‘to hit there. Tha% project has been going for a two-and-a-
. half years now and it has, 1nterest1ngly enough; gone through the worst
recession the auto industry has- seen in at least ten yéars if not twenty.
This plant is & primary supplier in the auto industry, and it somehow managed
to keep itself g01ng. What they do here is make about 80% of Detroit's
annual requirements of external _mirrors; when I say Betrolt I mean all of
the auto manufacturers in thris count And this one plant of 1,000 people
makes 80% of all the external auto‘Wirrors that are used in this country' every
year. That really amazed me; I would think that all the external auto mirrorsy
that are used in this'country every year were made in probably a hundred plants.
This one place does that. With 1,000 people. They created a 301nt manage~
ment/labor ‘committee -of the kingd I hafre been describing, composed of about 15
people, 1nclud1ng the district rep of the United Auto Workers yho represented
not only that plant but a number of others®in the whole Tennes ee, .Mississippi
and Arkansas-regjQn. .It.also included the local union presid t (the urion
president at the plant itself), the plant'manager, ‘the plant sSupérintendent,
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a de51gn engineer and various other representatlves from workers and manage—
ment throughout the plan About 15 people out of 1,000. That group
jointly worked with thre ac111tatoks (@f I can usé that teem) who were a .
e pscyhologist from Harvard and a young married 9puple who were both in the __..
process of gettlng their doctorates in psychology, also at Harvard. ghe
. facilitators came in imposing no structure; t\ey said that the, gkneral pur-
pose was to build a joint Jabor-management team-which would ‘analyze and
5{ . ? soZve work-related problems as it wished to. The group de&eloped four what T )
" you might call moral or ethical prinbip{%s that would be fundamental throudh
- , 528 process of doing whatever they did. There are a couple of fancy words
’ uck im-here which 1eads me to believe that perhaps the psychologists did..
have some input. of their own, but there are also very ea51ly understood
- definitions of the pr1nc1ples that are- 1nvolved ‘
The {1rst is seCurlty, and that ba51cally boiled down to a promlse that
no ‘one yould isse a ]Ob as a result of the experiment. _ You aren't going ‘to:
. get people into an experlmept having to do with productivity.unless you tell
. \ them” they are_not go;qg to get ‘fired. . Part of that ds an assurance by- the
company that they are pot into this thing for purposes of ‘speed-up or layoff.

The second principle’is equityf that mean$ that the jobs in ‘the organizational
structure muet be fair and distributive. "Good% tasks and "bad" tasks will-be N
_parceled out. The third principle {and this is the word of which I am most )
suspicious~when thinking about pscyhologists), 1Srlnd1v1duatlonv.k But the

"

. people at the plant- don't talk in terms of ‘individuation. They talk in terms
\ of the fact that changes made would recognize the existence of and th¥ :
differences between 2 universe of unique individuals. That's very-important
. and, as a eornerstone, perhaps more so th { thesg other things. Its really,
(\,- at bottom a recognition of the.fact that :Serybody is different.'éﬁﬁmany
organlzatlons, in fact virtually all of them that I'm familiar with, fail .
té take into account the simple and profound fact that everybody is dlfferent
R Not dnly is everybody different but every organization i's different and unlque,
’ it doesn't matter if you are talking about one Lever{Bro rs plant versus
another, those are unlque institutipns. That's very impgortapt to keep in \
Y gmind in c3n51der1ng this whole fblnt approach. The' final principle is N
- * - . democracy. And that's one that everybody in America says, "Right, I know .
+ what ocracy means, that's what I have been brought yp with, that history )
P 4 boqk f, I'm comfortable with that" hut what was meant spec1f1cally in
f' this case was that decisions about work and the'?lace in wh1ch people did their
a7 work would involve all those people/in some way. Nowéthere wasn't necessarily
particular ir gresentatlve government, it was 51mply,sgated that everybody ¢
* would be 1hvd}§éd and made to feel a part of the decision-making process. -
That's a §hrg§, vague area and 1t can tak® pany forms, but its not something .
that you can'ﬁfhsh over lightly in putting these kinds of things together. ”
. JIt will develop in jits own way and it will be different in every place. And
1t 1z most likely not g01ng,to be the model that we are all so .accustomed
to in our federa and state'%nd,local governmants. ' -
8 K .
The new-join commltt%e f1rst got into_some eaBy issues; that's typlcally
what groups like this do. They will start with issues that are less likely
. to be threatening, at least if they are being helped along by anybody with
) experience in group dynamlcs.. They w111 be steered away from the 1ssues

v
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on which everybody has his back to the wall'rlght away, anyway. If the first ,° .
thing you do is say I want more money and shorter hours, you 're not likely -
to get heard real,well. 1In this case, théy started with thlngs like_con-
gestion at the !fme clocks in the morping and evening; people were piling
“up and there weren't enough time clocks. YouXCOQan t get yourself punched-
in in time and then you got dpcked by manadement for being late becauseé you
' . were standing in line waiting to stick your card in the t1me q&pck. They
got into temperature, in some working areas it was too hot in* the. summer
and much too oold in the w1nter. They got into the local sheriff's proe-
.dures. This was a 11ttle communlty in Tennesge of 4,000 people, 1,000 of whom ‘
*work in the plant. There seemed to be frequent occasions when thé'sherlff'
offlce had bﬁs1ness W1th somebody or other in the plant, and what would -
typlcally happen would be that the shériff_would march in with a couple of
bur}y depﬁtles, creating a scene, stomp over to the plac€ of the ‘person in.
> question and escort him with his feet about six inches off the ground into -~
some management office where they would then inte;togate him. That apparently
" wefit on quite frequently and it was one of the isdues that the joint labor- -
napagement committee dec1ded to address Ltself to. What they werespretty T
quickly and Yeadily able to do was to get a ‘néw .procedure whereby the éherlfg
would come in and Say to the manager, J'I want to talk to so and so™ and
somebody frém“the manager 's office would quietly go. out and get whoever ‘it
< % was. ) ~ . A\ - )
Lo =
They began to see some early success. Generally, a group like tpls has
" to see some ccesg before they really begin to make moves on their own.
They can't_ be Tonfronted with frustration ‘and failure initially or they are
likely to fall apart. They've got to £ind themselves moving.and in fact
ach1ev1ng someth1ng in some area. Well, they did see themselyes ach;evlng ‘
some movement in the areas that I have taIied about. Thgy began to feel they
really haa some powér; they had some ability to influence what.went on in that -~
\ plarft. ~ . -
Then they got into what would be- sden from & labor-management pgint of
view as a much tougher area relatiné to How the jobs were lai ouQ\ d the way
, the jobs were performed. They.got talking about the supervision; the nature R
- of superVision, the kinds of people who were superV1sors, foremen, the content,
‘the interaction between foremen and line workers, the relatlonshlp. They got
into operations “in areas like the throughput of the prpduct how dld _some-
.thing move from one line of operation to another, they got into deslgnlng
changes in how those things happen. They got into layout and types of machines;
~there were lots of machines in this plant, in which operations ‘included every-.
thing from refining raw metal all the way through to producing’the finished
product. "They had smelting and die-casting operations, and buffing and
polishing and grinding and chromlng and electroplating going on, a pretty
.complicated operation. They got into flexible horklng hours; pretty -
revolutionary still from the standpoint of most managers. It means a worker
doesn't have to be at the plant at 8 and leave at 5 if he doesn/t want to, as
long as he does a day's work. He can come-at 9 and leave at 6, or 10 and 7,
] or whatever, as long as he does his job and is there for 8 hours; he can adjust
his worklng time somewhat to the\other things happen1ng .in his life. That
was pretty significant for farmers who were still carrying on a farming act1V1ty
even though they were working in an auto plant. \ - '
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@ They got into removal of quallty control functions; this was agaln a

very s1gn1 ant thing particularly- from a standpoint of management. They |

“ changed the function of what quality control inspectors were there to do. These |

' were pedple who up to this point’ had been there simply to scrutinize parts

- g01ng by and spot errors and take the part back to wherevet the error had

. occurred and file a reprimand. Quality.control function was pretty much '
eliminated as such; there was still a quality control test to be done but the
task was mow performed by- the workers and not be a quality control inspector, :
and there is a real -message in that. I have heard a lot of people: talking
about ways to make the worker fit the task. Well, I suggest to you that the
fact that a task exists to be done, like quallty*controlf doesn t mean that i
there has to'‘be a 129 called quality control. You can have-other people who
do other things ﬁo quality ‘control as well as the other thirgs they do. THe -

" . fact that¢there is a task that is called sweeping up doesn't mean- that we have o~
to have a sweepgr-upper. It is possiple for a manager to sweep up his “own . . ) 1‘

73 office, fo¥ instance. Revolutionary, but there it. is.. ) . ok

-

»
-

' ’ At about this point thé‘&eces }¥N hit thé bottom, especially in the auto 2;
industry, and “the plant had to closapfor about three weeks. It was an
extremely 1nterestrng phenomenon that the quality ‘of work commLQtee kepf
~/ ' meeting on its dwn time, and if any of you e. familiar with lapor forces,
you know that people just don't do thlngs oh their own time.- I mean normally
you’ do not £ind assembly line workers doing anythlng on their own time. .
+ If they“re doing anythlng beyond worklng hours they're getting time-and-a-half
or double time of triple time or something. This committee kept meeting ons
) .its own time and it concerned”itself essentially with helping to communicate’ * “
. ’ to the lald—off people what was happening, what the dutlook was and the fact
that manaqement was making every effort to open as sodn as they could There
was a real cofffuith here now\for management and employees to communicate with
each other and figre was, I ink, much less aliénation and hostility than
would have been" generated in tNis closed-down situation had it not been for
this committee. A compunity ‘had\begun to develop. o e

- The pl;nt reopened and the indystry began.a slow recovery which you all
’ know about by nbw becayse now Detroit is predicting the biggest year in the
last ten. A trend emerged in the plant?% The 'standard quotas and the general °
product1v1ty standard that hgd been setdand that had existed for a long time
bdck to the pre-project daysiwas now b ing met in 6 Hours and 5 hours or some- o
}  ,times even 4 hougs ocut of 8. 'An individual or a crew that, prior to,this
point, had needed 8 hours to put out a standard.quantlty “that had been set
- by the industrial engineers and pepple up in management who _had the wisdom *
. to set standards suddenly were getting their work done in 70% 60%, 50% of
" the time. °Well.a natural management refction to tHat is, "we can double
production," or ‘similarly, "we can cut-the workforce and continue to put
out the same number :of unlts " But you remember the company ha#promised
there would be no speed-up or layoff as a resylt of the projéct. - Se the th}ng : .
. ' that came out of that was what the workers ard the managers there called
, "idle time." And what they. did was seq'up a system whereby when you as. an ’ -
individual or as a crew had reached your quota the rest of the day was yours,
you could do whatever you wapted to.. Ag I said, half these people were farmers .

» ~
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and what they wanted to do was go home and farm and that's what they did.

At least an equally large. bunch were beer drinkers and this.was&of considerable’

boom to the local saloon econo because they guys went off and spent a lot

of time drinking beer on theif earned idle time. A goodly number of them,

however, were people who decided they wanted to use their time for improve-

ment of some sort, some constructive activity. What they did was, and

this is now the joint labor- management group and lots of other employees

and managers who by this time were brought into the decision process,

they set up a school. The school exists on plant premises, on working time,
. and is taught largely by the, workers themselves. There were a number of
